
1



Authors: 

This guidebook was created as a part of A.S.P.I. - Agile Sustainability Practices and Innovation project. 

Three organisations were included in the creation of this guidebook: Hrvatska udruga za upravljanje 

projektima, Smokinya Foundation and Action for the Civil Society. 

Members that took part in creating this guidebook are: Tihomir Georgiev, Katarina Habek, Marios 

Nomikos, Charalampos Paganis, Merlin Redzhebova.

Editors:

prof. dr. sc. Mladen Vukomanović

doc. dr. sc. Darija Ivandić Vidović

Proofreader: 

Domenika Brkić Krajinović

Graphic Design: 

Dinko Pasini

ISBN: 978-953-46368-1-7

Published: Zagreb, November 2024

This guidebook would not have been possible without the invaluable support, guidance, and 

contributions of many individuals and organizations. First and foremost, our heartfelt gratitude goes 

to the members of the three organizations who dedicated their time, energy, and expertise to the 

creation of this guidebook.

We extend special thanks to all the experts who were a part of the process, especially Jasna Bojanić 

Dujmović, whose expert insights and guidance were indispensable in this process. We are also deeply 

thankful to the youth workers and members of youth organizations who generously shared their 

experiences, stories, and knowledge. Their perspectives have enriched this guidebook, ensuring it 

resonates with and meets the needs of its readers.

Finally, to you, the reader – thank you for choosing this guidebook. We hope it serves as a valuable 

resource within your organization.

Funded by the European Union. Views and opinions expressed are however 
those of the author(s) only and do not necessarily reflect those of the European 
Union or the Agency for Mobility and EU Programmes. Neither the European 
Union nor the grant awarding body can be held responsible for them.



3

1. Introduction

 2. Understanding AGILE (Core Principles) 

	 2.1. Introduction to AGILE 

	 2.2 Agile vs. Waterfall Project Management 

	 2.3 Key Agile Frameworks 

	 2.4 Change Management

 

 3. Practical Applications 

	 3.1 Implementing Agile in Youth Work 

	 3.2 Steps to Implement Agile

 

 4. Challenges and Solutions  While Adopting the Agile Approach 

	 4.1. Understanding the Unique Context of Youth Organisations 

	 4.2. Common Challenges Faced by Youth Organisations When Adopting Agile 

	 4.3. Practical Solutions and Strategies for Overcoming Challenges

 

 5. Practical Exercises and Activities 

	 5.1. Workshop Activities 

	 5.2. Role-Playing Scenarios 

	 5.3. Project Simulations 

	 5.4. Reflection and Feedback Sessions 

	 5.5. Few extra simulations in agile training

 

 6. Conclusion
 

7. Resources 

 

8. Your Feedback 

CONTENT:

....................................................................................................................

.........................................................................

........................................................................................

..........................................................................................................................

..........................................................................................................................

..................................................................................................................

................................

.....................................................................................................

.............................................................................................

..............................................................................................

.............................

........................................................................

.............................................................................................

...............................................................................................

........................

................................................................

..........................................................................................

....

........................................................................................

.............................................................................................

.......................................................................
..................................................................

4

9

63

82

83

91

58

36

9

63

58

36

20

66

60

14

65

59

39

29

68

69



4

1. Introduction

The A.S.P.I. - Agile Sustainability Practices and Innovation project was initiated in response to the 

challenges many NGOs and youth organisations face in managing sustainable and impactful projects, 

particularly those targeting young people with fewer opportunities. Widely used project management 

methodologies such as Waterfall often lack the flexibility required to adapt to youth’s rapidly changing 

needs. Recognizing the need for more adaptable and responsive project management approaches, 

the Croatian Association for Project Management proposed the A.S.P.I. project in collaboration with 

its partners from Bulgaria and Greece. 

The project builds on the shared experiences of the partner organizations in youth work and project 

management. It seeks to introduce and implement agile methodologies—a project management 

approach known for its flexibility, collaboration, and iterative development—in youth work. This 

innovative approach aims to address the specific challenges that NGOs face, particularly in working 

with youth who experience social, economic, or geographical disadvantages.

The A.S.P.I.’s primary aim is to build capacity of youth organizations by introducing agile project 

management methodologies. This approach is intended to enhance the effectiveness and 

sustainability of youth programs, particularly those aimed at young people with fewer opportunities. 

By equipping organizations with agile tools and methodologies, the project seeks to improve their 

ability to design, implement, and sustain impactful projects that are responsive to the needs of their 

target groups.

By introducing agile methodologies into youth work, the A.S.P.I. aims to create a lasting impact 

on how youth organizations operate. The project will not only improve the current practices of the 

participating organizations but also provide a scalable model that can be adopted by other NGOs 

across Europe. The goal is to foster a more responsive, flexible, and sustainable approach to youth 

work, particularly for those working with marginalized groups.

This comprehensive resource, developed through the A.S.P.I. project by its partners and in cooperation 

with youth organizations and youth workers from more than five countries, is designed to help you 

implement Agile project management methodologies specifically tailored for youth organizations. 

Whether you’re just starting out or looking to enhance your project management skills, this guidebook 

provides practical tools, strategies, and insights to boost your impact.

Partners of the project

Croatian Association for Project Management - Croatia

The Croatian Association for Project Management is a non-profit organisation promoting competence 

and knowledge in project management. They focus on providing educational activities and 

certifications in project management, aiming to enhance the skills of individuals and organizations. 

CAPM has extensive experience managing projects, particularly focusing on improving the quality 

of project management practices among youth organisations, especially in rural areas and smaller 

communities.
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Smokinya Foundation - Bulgaria

Smokinya Foundation is a non-profit organisation serving as a learning platform for youth. It creates 

opportunities for young people to learn, grow, and contribute through participation, volunteering, 

and leadership activities. The foundation has extensive experience in non-formal education, youth 

mobility, and international project partnerships. They focus on supporting young people, especially 

those with fewer opportunities, facing transitions due to economic, social, or educational challenges. 

Its main activities are Erasmus+ training courses, youth exchanges, and European solidarity corps 

volunteering (long and short-term). 

Action for the Civil Society (AfCS) - Greece

AfCS is a non-profit organization that aims to create a civil society by addressing social exclusion, 

unemployment, and educational disparities. The organization is led by a team of young professionals 

with expertise in EU project management and non-formal education. AfCS promotes education and 

lifelong learning, especially for disadvantaged groups, including women, migrants, and unemployed 

youth. They bring valuable experience in digital tools and methodology development to the project. 

What will you find in this guidebook?

This guidebook introduces core principles of Agile, practical applications, solutions for common 

challenges, exercises, and downloadable resources to support the effective adoption and ongoing 

use of Agile. In the first part of this guidebook, we will dive into the fundamentals of Agile and its 

contrast to other project management approaches. The second part will provide practical applications 

for implementing Agile practices into your work with young people. The third part will provide 

challenges and solutions, address the common obstacles you might encounter while implementing 

Agile practices, and offer practical solutions to overcome them. Finally, we will provide practical 

exercises, activities and resources you can use in implementing Agile. 

If you are a youth worker or part of an NGO striving to make a difference in the lives of young 
people this guidebook is here to support you!

1. Introduction
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GLOSSARY

Before we even start, here are some explanations of terms you will encounter in the guidebook:

•	 Agile approach: A project management approach emphasizing flexibility, collaboration, and 

iterative progress, allowing teams to adapt to changing requirements and deliver value efficiently.

•	 Agile manifesto: A foundational document for agile project management that outlines four 

core values and twelve principles focused on improving project delivery through collaboration, 

adaptability, and customer satisfaction.

•	 Scrum:  An agile framework that organizes work into iterative cycles called sprints, typically 

lasting 1-4 weeks, with defined roles such as Scrum Master and Product Owner.

•	 Kanban: An agile framework that uses visual boards to manage tasks in a continuous flow, 

emphasizing work-in-progress limits and process improvement.

•	 Sprint: A time-boxed iteration in Scrum where a specific set of tasks is completed. Sprints usually 

last between one to four weeks.

•	 Daily Stand-Up: A short, daily meeting where team members discuss what they worked on the 

previous day, what they plan to work on today, and any obstacles they are facing.

•	 Product backlog: A prioritized list of tasks and features that need to be completed during a 

project, managed by the Product Owner.

•	 Sprint Review: A meeting held at the end of each sprint where the team presents the completed 

work to stakeholders and gathers feedback.

•	 Retrospective: A meeting at the end of a sprint or project phase where the team reflects on what 

went well, what didn’t, and how they can improve in the next iteration.

•	 User Stories: Brief, simple descriptions of a feature or task from the perspective of the end-user or 

project participant, used to guide development.

•	 Story Points: A unit of measure used to estimate the effort and complexity of user stories within 

agile projects.

•	 Backlog Grooming (Refinement): The ongoing process of reviewing and prioritizing items in 

the product backlog to ensure they are ready for upcoming sprints.

•	 Work in Progress (WIP) Limits: Constraints set in Kanban to limit the number of tasks that can 

be worked on at any given time, helping to avoid bottlenecks and maintain a steady workflow.

•	 Burndown Chart: A graphical representation used in Scrum to track the progress of work over 

time, showing the amount of work remaining against the sprint timeline.

1. Introduction
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•	 Cross-Functional Team: A team composed of members with diverse skills and expertise who 

collaborate to complete all aspects of a project without relying on external help.

•	 Self-managing Team: A key agile principle where teams are empowered to manage their own 

work and make decisions collaboratively without the need for constant oversight.

•	 Continuous Improvement: A principle in agile methodologies that encourages teams to 

constantly evaluate and improve their processes, often through retrospectives and feedback 

loops.

•	 Lean: An agile framework focused on maximizing value by minimizing waste, often used in 

environments where resources are limited and efficiency is crucial.

•	 Extreme programming (XP): An agile software development framework emphasizing technical 

excellence, frequent releases, and customer collaboration, often used in tech-heavy projects.

•	 Gantt chart: A visual project management tool traditionally used in Waterfall projects, showing 

the timeline of tasks and their dependencies, which can be adapted for use in agile projects to 

visualize timelines.

•	 Agile coach: A person who guides individuals and teams in adopting agile practices, helping 

them improve their processes and achieve better collaboration and efficiency.

•	 Incremental development: An approach in agile where a project is developed in small, 

manageable increments that build on each other, allowing for regular progress and adaptation.

•	 Iterative process: A cyclical method of project management in which teams repeatedly refine 

their work based on feedback and learning from each iteration, incrementally improving the 

product or service. 

•	 MVP (Minimum Viable Product): The simplest version of a product that can be released to users, 

containing just enough features to gather feedback and guide further development.

•	 Scrum master: A role in Scrum responsible for facilitating the process, ensuring that the team 

follows agile practices, and removing obstacles that might hinder progress.

•	 Sprint planning: A meeting at the beginning of each sprint where the team selects which tasks 

from the product backlog they will work on during the sprint.

•	 Sprint retrospective: A regular meeting at the end of each sprint where the team discusses what 

went well, what could be improved, and how to make the next sprint better.

•	 Timeboxing: Setting fixed durations for activities like sprints or meetings to maintain focus and 

ensure timely task completion. 

1. Introduction
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•	 Release planning: The process of planning the delivery of product features to users, often 

involving the coordination of multiple sprints to ensure a cohesive release.

•	 Stakeholder: Anyone interested in the project’s outcome, including team members, customers, 

funders, and community members, whose needs and feedback are considered during the project. 

•	 Continuous integration (CI): A practice in Agile software development in which code changes 

are automatically tested and regularly integrated into the main codebase, ensuring ongoing 

product stability. 

•	 Daily scrum: Another term for the daily stand-up meeting in Scrum, during which team members 

quickly discuss their progress and any challenges they’re facing. 

•	 Product owner: The person in a Scrum team responsible for defining the product backlog, 

prioritizing tasks, and ensuring the team delivers value to the end-users.

•	 Story mapping:  is a visual exercise that helps teams organise and prioritise user stories. It involves 

mapping out the user’s journey and identifying essential features. 

•	 Definition of done: A shared agreement among the team on what needs to be completed for a 

task or user story to be considered “done,” ensuring consistent quality and completeness.

•	 Ceremony: A structured meeting or event in agile frameworks like Scrum, including sprint 

planning, daily stand-ups, sprint reviews, and retrospectives, designed to maintain rhythm and 

communication in the project.

•	 Servant leadership: A leadership philosophy emphasized in agile, particularly in the role of 

Scrum Master, where the leader’s primary role is to support and empower the team, removing 

obstacles and fostering an environment for success.

•	 Burnup chart: A visual tool that tracks progress by showing the amount of work completed and 

the total work scope, helping teams see how close they are to reaching their goals.

•	 Task board: A physical or digital board used in agile frameworks to track the progress of tasks in 

a project, often divided into columns like “To Do,” “In Progress,” and “Done.”

•	 Scaling agile: The practice of applying agile principles and frameworks across multiple teams 

or larger projects, often involving coordination and alignment at a higher level within the 

organization.

1. Introduction
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2. Understanding AGILE (Core Principles)

2.1. Introduction to AGILE

What is agile?

The agile approach is a project management approach that promotes flexibility, customer focus and 

teamwork in the execution of assignments in contrast to the waterfall project approach that offers 

linear and step-by-step processes. Agile approach includes smaller sections of work known as sprints 

or iterations lasting from two to four weeks that are created from larger projects. These sprints involve 

varied professionals collaborating with each other to come up with a working product or component 

that is assessed again through comments from people involved in them.

It should also be noted that Agile is not a methodology but a series of practices that emphasise common 

principles. Scrum, Kanban, Lean, and Extreme Programming (XP) are among the most common 

Agile methodologies used today. They may differ slightly, but they all follow the fundamental Agile 

precepts of flexibility over rigidity in planning, continuous improvement as opposed to stagnation, and 

communication without any barriers compared to documentation.

Where did it come from?

Agile has existed for more than twenty years. This approach emerged in the early 2000s as a response 

to the limitations of other, widely spread project management approaches such as waterfall. Waterfall 

project management model is a linear and sequential approach that demands that one phase of the 

project be completed before the next one begins. This implies that it cannot be easily accommodated 

once the project is underway. This approach often led to projects that were over budget, behind 

schedule and misaligned with customer needs. 

Turning point for agile came in 2001 where a group of 17 software developers, frustrated by the 

bureaucratic and inflexible processes dominating the field, came to discuss their project management 

approach. This meeting gave birth to the Agile Manifesto, a simple statement about a better way to 

develop software, emphasising people’s needs rather than heavy documentation. 

AGILE MANIFESTO

The Agile Manifesto consists of four key values and twelve principles which comprise the essence 

of agile practices. It was groundbreaking because it shifted the focus from rigid processes and 

documentation to collaboration, customer satisfaction, and adaptability. The manifesto’s original aim 

was to implement key values and principles in software development. Still, due to the demand for 

flexibility in most sectors, the management approach has been embraced in many fields, industries, 

and organisations, including non-profit organisations. 

Four Core Values of the Agile Manifesto

The Agile Manifesto consists of four core values that succinctly capture the essence of Agile 

methodologies. These values serve as a guide for organisations looking to adopt Agile practices, 

offering a new way to think about work, collaboration, and customer interaction.
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1. Individuals and Interactions Over Processes and Tools

The first value emphasises the importance of people and communication as the most significant 

ingredient in the success of a project. Traditional project management approaches emphasise 

structures, procedures, and documentation, creating a formal and non-adaptable project structure. 

On the other hand, Agile emphasises that a project’s success largely depends on people. 

It recognizes that a project’s success ultimately depends on the people involved and how well they 

communicate, collaborate, and problem-solve together. 

Thus, team empowerment is key in an Agile environment: solutions will be dealt with and problems 

will be solved by members who can best decide on the matter. Circumstances are somewhat fluid; 

processes and tools are not unimportant; they become supportive instead of confining human 

interaction. Agile teams also use lightweight tools and flexible processes which easily adapt at the 

unfolding of the project so that communication and collaboration remain paramount.

2. Working Software Over Comprehensive Documentation

The second value of the Agile Manifesto highlights the importance of delivering a working product 

rather than spending excessive time on documentation. In traditional project management, extensive 

documentation is often required at every stage of a project—from requirements gathering to design 

specifications, testing plans, and user manuals. While documentation can be valuable, it often 

becomes a burden, consuming significant time and resources without directly contributing to the 

delivery of a functional product.

Agile methodologies prioritise delivering a working product at the end of each sprint or iteration. This 

focus on tangible outcomes ensures that the team consistently produces value and can quickly adapt 

to feedback from stakeholders. Documentation is still important in Agile, but it is kept to a minimum 

and created only when necessary to support the product’s development and use. The goal is to avoid 

“analysis paralysis” and instead focus on continuous delivery and improvement. 

3. Customer Collaboration Over Contract Negotiation

Thirdly, the agile manifesto replaces up-front contract negotiation with customers or stakeholders 

with continuous collaboration. More traditional forms of project management control projects 

through detailed contracts specifying scope, timeline, and deliverables far in advance. Such a detailed 

contract may produce an environment lacking in flexibility to incorporate changes or an evolving 

customer need.

Agile, in contrast, invites a customer into the collaboration circle throughout the product or project 

life. Agile teams also work with the customers to ensure the product they are creating is what the 

customers actually want and need. The collaborative approach nurtures trust and transparency since 

customers keep receiving updates on how the process is going on and have the chance to contribute 

their ideas for changes in the direction. Instead of being constrained by a fixed, up-front contract, 

Agile teams and customers collaborate to identify the best possible result.

2. Understanding AGILE (Core Principles)
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4. Responding to Change Over Following a Plan

The last value of the Agile Manifesto assumes that change is normal and inevitable within any project. 

In contrast, classic project management methodologies rely heavily on firm plans prepared from 

the beginning, expecting their realisation to be strictly according to plan. Only during the project’s 

implementation do new information and emerging challenges become apparent, thus challenging 

the scrupulous execution of the original plan. 

Agile recognizes that change is not to be avoided but positive; it’s a response to a change, not a march 

down a preordained plan. Hence, a team becomes Agile by responding to novel circumstances, 

addressing unexpected challenges, and taking advantage of the arising opportunities. In this way, 

Agile projects can remain relevant to stakeholders and continue to satisfy their changing needs. 

2. Understanding AGILE (Core Principles)

Principles Of the Agile Manifesto

In addition to the four core values, the Agile Manifesto outlines twelve principles that further guide the 

effective implementation of Agile methodologies. These principles serve as a framework for decision-

making and help ensure that Agile practices remain faithful to the manifesto’s values.

1. Our Highest Priority Is to Satisfy the Customer Through Early and Continuous Delivery of 
Valuable Software.

This principle underscores the importance of customer satisfaction as the primary goal of any Agile 

project. By delivering working software (or other valuable deliverables) early and frequently, Agile 

teams can ensure that customers see value quickly and can provide feedback that guides future 

development. This iterative approach reduces the risk of developing a product that does not meet 

customer needs and helps build trust between the development team and stakeholders.

2. Welcome Changing Requirements, Even Late in Development. Agile Processes Harness 
Change for the Customer’s Competitive Advantage.

Agile methodologies are designed to accommodate change at any stage of a project. Rather than 

seeing changes in requirements as a disruption, Agile teams view them as opportunities to improve the 

product and better meet customer needs. This principle is fundamental in fast-paced environments 

where customer needs and market conditions can shift rapidly. By embracing change, Agile teams 

can deliver competitive and relevant products.

3. Deliver Working Software Frequently, from a Couple of Weeks to a Couple of Months, with a 
Preference for the Shorter Timescale.

This principle highlights the importance of delivering working software (or other deliverables) 

at regular intervals, with a preference for shorter timeframes. By breaking the project into smaller, 

manageable pieces, Agile teams can ensure that progress is visible and that each iteration builds 

on the previous one. Frequent deliveries also allow for more regular feedback from stakeholders, 

ensuring the project stays aligned with their needs.
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2. Understanding AGILE (Core Principles)

4. Business People and Developers Must Work Together Daily Throughout the Project.

Collaboration between business stakeholders and the development team is critical to the success of 

an Agile project. This principle highlights the importance of ongoing communication and cooperation 

between these teams, ensuring that both understand the project’s goals, limitations, and progress. 

Frequent interactions help avoid misunderstandings, enable quick problem-solving, and keep the 

development team aligned with delivering value to the business.

5. Build Projects Around Motivated Individuals. Please give them the Environment and Support 
They Need and trust them to Get the job done.

Agile methodologies strongly emphasise empowering individuals and teams. This principle 

encourages organisations to build their projects around motivated, skilled individuals who are 

given the autonomy to make decisions and the resources they need to succeed. By trusting teams 

to manage their work, organisations can foster a sense of ownership and accountability, leading to 

higher productivity and better outcomes.

6. Face-to-face conversation is the most efficient and Effective Method of Conveying Information 
to and within a Development Team.

Effective communication is a cornerstone of Agile methodologies, and this principle emphasises 

the importance of direct, face-to-face communication. While written documentation and digital 

communication tools have their place, they can never fully replace the clarity and immediacy of in-

person conversations. In an Agile environment, teams are encouraged to communicate directly and 

frequently, ensuring that information is shared quickly and accurately.

7. Working Software Is the Primary Measure of Progress.

This principle reinforces the importance of delivering functional products as the primary indicator of 

progress. In Agile methodologies, success is measured not by strict adherence to a plan or the volume 

of documentation but by delivering working software that meets customer needs. This emphasis on 

tangible outcomes keeps Agile teams aligned with their goals and consistently focused on providing 

value.

8. Agile Processes Promote Sustainable Development. The Sponsors, Developers, and Users 
Should Be Able to Maintain a Constant Pace Indefinitely.

Sustainability is a crucial concern in Agile methodologies. This principle advocates for a pace of 

work that can be maintained over the long term without leading to burnout or declining quality. By 

avoiding overly aggressive deadlines and allowing for regular breaks and reflection, Agile teams can 

keep a steady, sustainable pace that ensures consistent progress and high-quality deliverables.

9. Continuous Attention to Technical Excellence and Good Design Enhances Agility.

Agile methodologies strongly emphasise technical excellence and sound design, recognising these 

elements are vital to maintaining agility. By prioritising high-quality work and well-designed solutions, 

Agile teams can reduce the need for rework, avoid technical debt, and retain the flexibility to respond 

to changes. This principle encourages teams to invest in their skills, processes, and tools to ensure 

that they can continue to deliver value efficiently.
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2. Understanding AGILE (Core Principles)

10. Simplicity—The Art of Maximising the Amount of Work Not Done—Is Essential.

Simplicity is a core tenet of Agile methodologies, emphasizing the importance of focusing on what 

truly matters. By minimizing unnecessary work and complexity, Agile teams can concentrate on 

delivering the essential features and functionality. This approach improves efficiency and helps 

ensure the final product is user-friendly and meets the customer’s core needs.

11. The Best Architectures, Requirements, and Designs Emerge From Self-Managing Teams.

Agile methodologies advocate for self-managing teams—groups of individuals with the autonomy 

to make decisions and manage their work. This principle recognises that the best solutions often 

emerge when teams are empowered to take ownership of their projects and collaborate freely. 

Organisations can tap into their teams’ collective creativity and expertise by fostering a culture of 

trust and collaboration, leading to better outcomes.

12. At Regular Intervals, the Team Reflects on How to Become More Effective, Then Tunes and 
Adjusts Its Behavior Accordingly.

Continuous improvement is a fundamental principle of Agile methodologies. This principle 

encourages teams to reflect on their processes regularly, identify areas for improvement, and make 

adjustments to enhance their effectiveness. By embracing a mindset of continuous learning and 

adaptation, Agile teams can ensure that they are always moving towards greater efficiency, quality, 

and customer satisfaction.

Conclusion

With its four core values and twelve principles, the Agile Manifesto provides a robust framework 

for managing projects, prioritising flexibility, collaboration, and customer satisfaction. While Agile 

methodologies were initially developed for software development, their principles have proven 

universally applicable across industries, including non-profits.

For NGOs, adopting Agile can lead to more effective project management, better alignment with 

stakeholder needs, and a more remarkable ability to respond to changing circumstances. By 

understanding and embracing Agile’s core values and principles, NGOs can build teams and processes 

that are efficient, resilient, adaptable, and focused on delivering the most significant possible impact.
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2. Understanding AGILE (Core Principles)

2.2 Agile vs. Waterfall Project Management

Project management is a crucial discipline that guides the planning, execution, and completion of 

projects across various sectors, including youth work. Two primary methodologies dominate the 

project management landscape: Agile and waterfall project management. While each approach has 

its strengths and weaknesses, the choice between them can significantly impact the success of a 

project, particularly in dynamic and fast-paced environments like youth work.

This section will compare Agile and waterfall project management approaches, exploring their 

advantages and challenges. We will also explore the benefits and hurdles of adopting Agile in youth 

work, drawing on data from focus group discussions and desk research.

Waterfall Project Management 

Overview of the Waterfall

The Waterfall project management approach is a linear and sequential approach that has been the 

dominant methodology for decades. It is characterised by a structured process where each project 

phase—such as initiation, planning, execution, monitoring, and closure —must be completed before 

the next phase begins. This model is often visualised as a series of cascading steps, resembling a 

waterfall, where progress flows in one direction.
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Disadvantages of the Waterfall  

•	 Inflexibility: The waterfall model’s rigid structure makes it difficult to adapt to changes in project 

requirements or external conditions.

•	 Late Testing: Testing is typically performed at the end of the project, which can lead to the 

discovery of critical issues late in the process, requiring significant rework.

•	 Limited Customer Involvement: In the Waterfall model, customer involvement occurs only 

during the initial requirements phase and the final review, creating a disconnect between project 

deliverables and the customer’s evolving needs. 

2. Understanding AGILE (Core Principles)

Advantages of the Waterfall 

•	 Clear Structure and Control: The linear progression of the Waterfall model provides a clear 

structure, making it easier to manage large teams and complex projects.

•	 Predictability: Detailed planning and documentation ensure that project goals, timelines, and 

costs are clearly defined, reducing uncertainty.

•	 Documentation: Extensive documentation ensures that all stakeholders have a clear 

understanding of the project’s objectives, scope, and deliverables, which can be beneficial for 

projects with strict regulatory requirements.

Key Characteristics

Waterfall follows a strict sequence of 

phases, with each phase dependent 

on the completion of the previous 

one. This makes it easy to track 

progress and manage large, complex 

projects.

The waterfall approach is designed 

to produce predictable outcomes. 

Once the requirements are defined 

and the project plan is approved, the 

expected deliverables, timelines, and 

costs are established, providing a 

clear roadmap for the project.

The Waterfall approach relies heavily 

on comprehensive documentation 

at every stage, including detailed 

project plans, requirements 

specifications, design documents, 

and testing protocols. 

One of the primary criticisms of 

the Waterfall model is its lack of 

flexibility. Because each phase must 

be completed before moving to the 

next, changes in scope, requirements, 

or environment are difficult to 

accommodate without significant 

rework.

1. Sequential Phases

3. Predictable Outcomes

2. Detailed Documentation

4. Limited Flexibility
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2. Understanding AGILE (Core Principles)

Agile Project Management

Overview of Agile

Agile project management is an iterative and flexible approach that emerged as an alternative to the 

Waterfall model. Agile methodologies prioritise collaboration, customer satisfaction, and adaptability, 

allowing teams to respond quickly to changes and deliver value incrementally. Agile is not a single 

methodology but an umbrella term encompassing various frameworks such as Scrum, Kanban, Lean.

Key Characteristics

Agile projects are divided into small, 

manageable iterations or sprints, 

typically lasting two to four weeks. 

Each sprint results in a working 

product or component, which is 

then reviewed and refined based on 

stakeholder feedback.

Agile emphasises continuous 

collaboration with customers or 

stakeholders throughout the project 

lifecycle. This ensures that the 

product being developed remains 

aligned with customer expectations.

Agile methodologies are designed to 

accommodate changes at any project 

stage. Teams can quickly adjust 

priorities, scope, and deliverables 

in response to new information or 

changing customer needs.

Agile projects involve documentation 

but are typically less comprehensive 

than in the Waterfall model. The focus 

is on producing working software or 

deliverables rather than exhaustive 

documentation.

1. Iterative Development

3. Customer Collaboration

2. Flexibility and Adaptability

4. Minimal Documentation

storypoint review

development
team

iterationproduct
ownerretrospective

backlog

velocity daily
standup

sprint
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2. Understanding AGILE (Core Principles)

Advantages of Agile

•	 Flexibility and Responsiveness:  Agile’s iterative approach allows teams to respond quickly to 

changes, making it ideal for projects with evolving requirements or fast-paced environments

•	 Early and Continuous Delivery: Agile teams deliver working products in small parts so that 

customers can see results quickly and often. This approach allows for constant feedback and 

improvement.  

•	 Enhanced Collaboration: Agile promotes close collaboration between team members and 

stakeholders, fostering better communication, alignment, and shared project ownership.

Disadvantages of Agile

•	 Less Predictable: Agile’s flexibility can lead to less predictable outcomes regarding scope, 

timelines, and costs. This can be challenging for projects with fixed deadlines or budgets.

•	 Requires Skilled Teams: Agile methodologies require high discipline, communication, and 

collaboration. Teams must be self-managing and capable of making decisions quickly, which 

can be challenging for less experienced groups.

•	 Limited Documentation: Agile’s reduced emphasis on documentation can create challenges in 

highly regulated industries or when projects transition to new teams. It may lead to gaps in crucial 

information and an understanding of project requirements. 

Comparing Agile and Waterfall: A Focus on Youth Work

Youth work is a dynamic field that often requires flexibility, adaptability, and close engagement with 

young people and other stakeholders. The choice between Agile and traditional project management 

methodologies can significantly impact the effectiveness of youth work projects.

Flexibility vs. Structure

In youth work, projects often must adapt to evolving needs and changes in funding, policy, and 

community dynamics. Agile’s flexibility suits this environment well, enabling teams to pivot quickly in 

response to new challenges or opportunities. For example, suppose a youth program is designed to 

address a particular social issue but finds that the target group’s needs are shifting. In that case, Agile 

allows the team to adjust the program’s focus or methods without being constrained by a rigid plan.

On the other hand, traditional project management’s structured approach can be beneficial in specific 

contexts, such as large-scale programs with multiple stakeholders, where predictability and detailed 

planning are crucial. However, this rigidity can hinder responding to emerging needs or participant 

feedback.
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Stakeholder Involvement

Youth work projects often involve collaboration with diverse stakeholders, including young adults, 

community organisations, funders, and policymakers. Agile’s emphasis on continuous partnership 

aligns well with the need for ongoing stakeholder engagement in youth work. By involving 

stakeholders in regular reviews and decision-making processes, Agile teams can ensure that the 

project remains relevant and responsive to the community’s needs.

In contrast, traditional project management typically involves stakeholders primarily at the beginning 

and end of the project. This can lead to a disconnect between the project’s goals and the community’s 

evolving needs, particularly in fast-changing environments like youth work.

Deliverables and Impact

Agile’s focus on delivering working products or components at the end of each iteration can benefit 

youth work. This approach allows teams to test and refine their interventions based on real-world 

feedback, leading to more effective and impactful outcomes. For example, a youth mentoring program 

could be developed incrementally, with each iteration focusing on a specific aspect of the program 

(such as mentor training, participant recruitment, or evaluation). This allows the team to adjust based 

on feedback and ensure that the program meets the needs of both mentors and participants.

Traditional project management, which focuses on delivering a fully completed product at the end 

of the project, maybe less suited to the iterative nature of youth work. The risk of delivering a final 

product that does not fully meet the community’s needs is higher, significantly if those needs have 

changed during the project.

Benefits of Adopting Agile in Youth Work

Focus group discussions and desk research have highlighted several significant benefits of adopting 

Agile methodologies in youth work. 

1. Enhanced Flexibility and Responsiveness

Agile’s flexibility allows youth work teams to respond quickly to changes in young people’s needs, 

funding availability, or external circumstances. This flexibility is crucial in a field where the ability 

to adapt can be the difference between success and failure. For instance, a youth employment 

program might need to quickly adjust its training modules in response to changes in the job market 

or participant feedback. Agile enables us to adapt effectively, ensuring the program remains relevant 

and practical. 

2. Improved Stakeholder Engagement

Agile’s emphasis on continuous collaboration and feedback aligns well with the need for ongoing 

stakeholder engagement in youth work. By involving young people and other stakeholders in the 

decision-making process, Agile teams can ensure that projects better align with the community’s 

needs and expectations. This collaborative approach can build trust and foster stronger relationships 

between youth workers, participants, and other stakeholders. 
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3. Incremental Progress and Early Wins

One of the key advantages of Agile is its focus on delivering value incrementally. In youth work, teams 

can achieve early wins by demonstrating progress and impact before completing the project. For 

example, a youth leadership program might initially focus on a small group of participants, achieving 

measurable outcomes that can be used to secure additional funding or support for expanding the 

program. These early successes can build momentum and increase stakeholder confidence in the 

project.

4. Greater Adaptability to Uncertainty
Youth work often involves navigating uncertainty, whether due to changes in funding, policy shifts, or 

unexpected challenges in the community. Agile’s iterative approach allows teams to adapt to these 

uncertainties more effectively than traditional project management. By continuously reviewing and 

adjusting their approach, Agile teams can mitigate risks and ensure that their projects remain on track 

despite unforeseen obstacles.

Challenges of Adopting Agile in Youth Work

While Agile offers many benefits, adopting this methodology in the context of youth work can also 

present challenges.

1. Resistance to Change
One of the most significant challenges in adopting Agile is resistance to change. Many organisations, 

particularly those with established processes and practices, may hesitate to adopt a new approach.

This resistance can be extreme in organisations accustomed to waterfall project management 

approaches. Overcoming this challenge requires strong leadership, effective communication, and a 

clear demonstration of the benefits of Agile.

2. Need for Training and Skill Development
Agile teams require training in Agile methodologies, such as Scrum, Kanban, and continuous 

integration, which sets them apart from traditional project management approaches. Implementing 

Agile also demands a shift in mindset and specific skills, emphasizing high levels of communication, 

collaboration, and self-management. This can be challenging for teams accustomed to more 

hierarchical structures. Therefore, investing in training and skill development is crucial for successfully 

adopting Agile practices in youth work. 

3. Balancing Flexibility with Structure
While flexibility is one of Agile’s strengths, it can also be challenging, particularly in environments 

requiring a certain level of structure and predictability. For example, youth work projects that rely 

on government funding or are subject to strict regulatory requirements may need to balance Agile’s 

flexibility with the need for detailed documentation and reporting. Finding this balance requires 

careful planning and a clear understanding of the project’s requirements and constraints.

4. Measuring Success
In the waterfall approach, success is often measured by how closely the project adheres to the original 

scope, time, and budget plan. Agile, focusing on flexibility and iterative development, requires a 

different approach to measuring success. This can be challenging for organisations that are used 

to traditional metrics and may require the development of new indicators that capture the value and 

impact of Agile projects in the context of youth work.
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Conclusion

The choice between Agile and traditional project management methodologies can profoundly 

impact the success of youth work projects. While traditional project management offers predictability 

and structure, Agile’s flexibility, adaptability, and emphasis on collaboration make it particularly well-

suited to the dynamic and evolving nature of youth work.

Adopting Agile in youth work can lead to more responsive and impactful projects, better stakeholder 

engagement, and the ability to adapt to changing needs and circumstances. However, it also presents 

challenges, including resistance to change, the need for training, and the need to balance flexibility 

with structure. By understanding these benefits and challenges, youth work organisations can make 

informed decisions about managing their projects best and achieving their goals.

2.3 Key Agile Frameworks

Agile methodologies have revolutionised project management across various sectors, including 

youth work. Given youth projects’ dynamic and often unpredictable nature—where needs can evolve 

rapidly, and resources are usually limited—Agile frameworks offer a flexible and responsive approach 

that can significantly enhance project outcomes. This section overviews popular Agile frameworks, 

such as Scrum and Kanban. It explores their application in the context of youth projects, focusing on 

the unique funding and operational dynamics challenges.

Agile is not a single methodology but an umbrella term encompassing several frameworks designed 

to enhance flexibility, collaboration, and iterative progress. Each framework has strengths and is 

suitable for different projects and organisational environments. Below, we explore three of the most 

widely adopted Agile frameworks that can be implemented in youth work: Scrum, Kanban and Lean.
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Scrum

What is Scrum?

Scrum is one of the most popular Agile frameworks, known for its structured yet flexible approach to 

project management. It is particularly effective for complex projects that require iterative development 

and frequent reassessment of priorities. Scrum divides work into fixed-length iterations known as 

“sprints,” typically lasting two to four weeks. At the end of each sprint, the team delivers a potentially 

shippable product increment, which is then reviewed and refined based on stakeholder feedback

Key Roles in Scrum

Product Owner is responsible 
for outlining the project’s vision, 
prioritising work in the backlog, and 
ensuring that the team delivers value 
to stakeholders. For youth projects, 
this could be a program manager 
or a senior youth worker who 
understands participants’ needs and 
the funders’ expectations

The Development Team is a cross-functional group of professionals collaborating in 
the delivery of the project’s objectives. Such a team in the context of a youth project 
may involve the collaboration of youth workers, educators, community organisers and 
administrative staff.

The Scrum Master acts as a facilitator 
and coach for the team, ensuring that 
Scrum practices are followed and 
that any obstacles to progress are 
removed. In youth projects, the Scrum 
Master could be a project coordinator 
who ensures that the team remains 
focused and that the Agile process is 
effectively implemented.

1. Product Owner

3. Development Team

2. Scrum Master



22

2. Understanding AGILE (Core Principles)

Scrum Ceremonies

Scrum is characterised by several vital ceremonies that structure the project’s workflow:

•	 Sprint Planning: The team gathers at the beginning of every sprint and makes a plan for which 

work to undertake within the sprint. The Product Owner represents the prioritised backlog, while 

the team decides which tasks they can commit to accomplishing.

•	 Daily Stand-Up: The Daily Stand-Up: A time-boxed meeting for the discussion of members on 

work done, planning on the next task, and impediments found. This helps to enforce transparency 

in this ceremony and lets the team align together.

•	 Sprint Review: At the end of the sprint, the team presents the completed work to the stakeholders 

for feedback. This review helps ensure that the project remains aligned with stakeholder needs 

and allows for adjustments in future sprints.

•	 Sprint Retrospective: After the Sprint Review, the Scrum Team holds a retrospective to what 

went well and what did not during this sprint in support of identifying action items for process 

improvements to implement in the next sprint.

Advantages of Scrum

•	 Clear Structure and Roles: Scrum provides a clear framework of roles and ceremonies that go 

a long way in managing complex projects, which can be of great help on a youth project with 

multiple stakeholders and dynamic requirements.

•	 Frequent Feedback Loops: The regular reviews and retrospectives ensure that the project stays 

aligned with stakeholder needs and that the team continuously improves its processes.

•	 Flexibility: Despite its structured approach, Scrum allows for adjustments at the end of each 

sprint, making it easier to respond to changing requirements or unexpected challenges.

Challenges of Scrum

•	 Resource Intensity: Scrum requires a dedicated team and frequent meetings, which can be 

resource-intensive. This can be challenging in youth projects with limited staffing or budget 

constraints.

•	 Requires Strong Facilitation: Scrum’s success depends heavily on the Scrum Master’s skills and 

the team’s commitment. Without strong facilitation, the process can become bogged down, and 

the team may struggle to deliver value.

Application of Scrum in Youth Projects

Scrum can be highly effective in youth projects, particularly those that involve multiple phases or 

components, such as a youth leadership program or a community outreach initiative. The Scrum 

format allows it to be turned into a series of sprints, each focused on another aspect of that program: 

mentor training, participant recruitment, and the development of the curriculum.  With Scrum, the 
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project team can complete each component on time and to a high standard, using frequent feedback 

from participants and other stakeholders to guide the process.

However, Scrum’s resource intensity may challenge smaller youth organisations. In such cases, 

Scrum practices may need to be adapted to fit the available resources, perhaps by shortening the 

duration of sprints or reducing the frequency of ceremonies. 

Kanban

What is Kanban?

Kanban is another popular Agile framework, basically talking about simplicity and visualisation in 

project management. Unlike Scrum, Kanban does not prescribe specific roles, ceremonies, or time-

boxed iterations. Instead, it focuses on work visualisation, work-in-progress limits, and enhancements 

in flow. The Kanban can be characterised with a physical or digital board, which is divided into 

columns showing different stages of the process of work, for example, from “To Do” via “In Progress” 

to “Done.”

Key Elements of Kanban

The primary tool in Kanban is the 
Kanban Board, which visualises 
tasks using cards. As tasks progress 
through different stages, the cards 
move across the board.

Kanban focuses on continuous delivery, unlike Scrum, which delivers the work in 
fixed-length sprints. Tasks are delivered as soon as they are completed, and the team 
immediately pulls in new tasks to work on. 

Kanban emphasises limiting the 
work in progress at any given time. 
This helps prevent bottlenecks and 
ensures the team remains focused on 
completing tasks before starting new 
ones.

1. Kanban Board

3. Continuous Delivery

2. Work in Progress (WIP) Limits
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Advantages of Kanban

•	 Simplicity and Flexibility: Kanban’s simple visual approach makes it easy to understand and 

implement, even for teams with little experience in Agile methodologies. It is highly adaptable 

and can be used in conjunction with other frameworks.

•	 Improved Flow and Efficiency: Kanban is a method for visualizing the work and limiting WIP 

to show teams where bottlenecks occur, so they can further optimize the workflow to handle 

projects more efficiently. 

•	 No fixed roles or ceremonies: This makes Kanban a good fit for resource-constrained teams or 

teams that simply do not like much bureaucratic process.

Challenges of Kanban

•	 Lack of Structure: Kanban’s flexibility can be a double-edged sword. Without the structure 

provided by roles and ceremonies, teams may struggle with prioritisation, especially in complex 

projects with multiple stakeholders.

•	 Potential for Overwhelming: Without clear limits and priorities, teams can become overwhelmed 

by the sheer volume of tasks, leading to decreased productivity and burnout.

Application of Kanban in Youth Projects

Kanban is very suitable for youth projects that involve ongoing tasks or require managing a continuous 

flow of work. For example, a youth counseling service might handle daily queries and requests for 

support; Kanban’s visual approach to tasks provides a coherent way of keeping track of the status of 

each request.  Nothing falls through the net, and every case gets treated promptly.

Kanban can also be a valuable tool for managing resource allocation in the context of youth projects. 

By setting WIP limits, the team can ensure they are not overcommitting and can focus on delivering 

high-quality support and services to young people.

Application of Agile Frameworks in Youth Projects

Youth projects are usually executed in environments characterised by restricted funding, changing 

priorities, and the requirement to rapidly respond to young people’s changing needs. These youth 

organisations can make use of the Agile frameworks like Scrum and Kanban, which allow them to 

adopt flexibility and iterative approaches toward project management.

Considering the Nature of Funding

Funding is a critical factor in youth work, and the uncertainty of funding streams can significantly 

impact project planning and execution. Agile frameworks are particularly advantageous in this 
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context because they allow for iterative progress and frequent reassessment of priorities, making it 

easier to adjust to changes in funding.

•	 Scrum and Funding: Scrum sprints create regular checkpoints where the project team can 

assess whether the available funding meets the project goals. If the funding has changed, the 

team can then reassess the project scope for the next sprint to keep the project viable because of 

financial uncertainty. This is useful for youth projects that rely on grants or donations, which may 

be inconsistent over time.

•	 Kanban and Funding: Kanban’s continuous delivery model is well-suited to projects with 

uncertain or variable funding. Youth organisations can ensure they deliver value continuously by 

focusing on completing tasks as they arise, even if the project scope needs to be adjusted due to 

funding constraints. Kanban’s flexibility allows for easy prioritisation of tasks based on available 

resources, ensuring that the most critical work is completed first.

Limited Resources

Youth projects are usually performed with limited resources: personnel, time, and budget. Agile 

frameworks can help manage such constraints better by efficiently using the given resources and 

concentrating on the most valuable work. 

•	 Scrum and Resource Management: Scrum’s sprint planning process forces teams to focus on 

what is realistically achievable within a set time frame based on available resources. This prevents 

overcommitting, which can lead to low-quality work and insurmountable stress. As a result, 

youth projects are delivered more effectively, with teams prioritising the most critical tasks and 

allocating resources accordingly.

•	 Kanban and Resource Management: One of Kanban’s strongest points is WIP limits, which 

directly help with resource management. Kanban prevents resource overstretching by limiting 

the number of tasks teams work on. This is important in a youth project where one staff member 

often performs many tasks. Kanban prioritises completing work over taking on new tasks, leading 

to more coherent and sustainable progress. 

Responding to Changing Needs

Youth work is dynamic. The needs of young people and the community they belong to can change 

rapidly quite often. Agile frameworks allow for flexibility, enabling teams to respond quickly and 

effectively to these changes. 

•	 Scrum and Adaptability: Scrum is best used for projects where requirements keep changing 

quite frequently. The end of each sprint provides an opportunity to review the work completed by 

the team and stakeholders, including young people, and use that feedback to adjust the plan for 

the next sprint. This flexibility is important in youth projects, where new opportunities may arise 

that require quick changes in approach—sometimes making the difference between success 

and failure.
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•	 Kanban and Adaptability: This Kanban model of continuous delivery allows for real-time 

adjustment of project priorities. Once new needs are identified, tasks can be added to the Kanban 

board for prioritisation. This level of adaptability proves handy in youth work, where projects 

sometimes need to respond to sudden changes within the community, such as increased demand 

for mental health services or an unplanned funding opportunity. Kanban is visual, making it easy 

to communicate changes to all team members since they all remain on the same page. 

Choosing the Right Framework for Youth Projects

While both Scrum and Kanban offer valuable tools for managing youth projects, the choice of 

framework should be based on the project’s and organisation’s specific needs and constraints.

•	 When to Use Scrum: Scrum is ideal for youth projects with clearly defined phases or components 

and where regular stakeholder feedback is essential. It is particularly well-suited to projects with 

a dedicated team that can commit to regular meetings and structured sprints. For example, a 

multi-phase youth leadership program or a community engagement initiative with distinct stages 

might benefit from Scrum’s structured approach. 

•	 When to Use Kanban: Kanban is a better fit for youth projects that involve ongoing tasks or need 

to manage a continuous flow of work. It is also well-suited to projects with limited resources or 

teams requiring more workflow flexibility. For instance, a youth counselling service or drop-in 

centre handling ongoing support requests could benefit from Kanban.

In some cases, a hybrid approach combining Scrum and Kanban elements may be the best choice for 

project success. For instance, a youth organisation might use Scrum to design and implement major 

program components while implementing Kanban for day-to-day operations and support tasks. 

Conclusion

Agile frameworks like Scrum and Kanban offer powerful tools for managing youth projects, providing 

the flexibility, adaptability, and iterative progress often needed in this dynamic field. They offer 

the flexibility, adaptability, and iterative progress often needed in this dynamic field. By carefully 

considering the nature of the project, available resources, and challenges related to funding and 

operations, youth organisations can choose the Agile framework that best suits their needs. 

Whether using Scrum’s structured sprints or Kanban’s visual flow, Agile methodologies can help 

youth projects deliver more effective, responsive, and impactful outcomes. By embracing Agile, youth 

organisations can enhance their project management practices,  better serve the young people and 

communities and expand their impact they work with, adapting to their needs and ensuring that 

every project delivers meaningful value.
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Lean Portfolio Management in an Agile Environment

Purpose of Lean Portfolio Management (LPM):

Lean Portfolio Management (LPM) is an approach that applies Lean principles to managing a portfolio 

of initiatives, projects, or products. The goal of LPM is to align with the organisational strategy while 

remaining flexible in response to changes. It aims to reduce waste by focusing on how resources 

should be used and how work should be done, ensuring that organisations focus on activities that 

deliver value to both the customer and the business.

How Lean Portfolio Management supports Agile:

LPM is a crucial enabler of Agile, shifting the focus from individual teams to the portfolio level. Here’s 

how it supports Agile: 

•	 Strategic Alignment: LPM ensures that Agile teams focus on the most critical projects and follow 

the organisation’s strategic vision. 

•	 Decentralised Decision-Making: A core principle of Agile that provides autonomy and 

independence to teams and value streams, reduces queues, and enables faster delivery.

•	 Lean Budgeting: LPM replaces traditional project funding with Lean, enabling Agile teams to 

allocate funds flexibly with Lean budgeting and thus achieve financial flexibility.

•	 Value Delivery: It fosters cadence and synchronisation across the portfolio so that Agile teams 

can deliver value incrementally and more frequently.

PORTFOLIO FORMATION

INITIAL CLIENT
ASSESSMENT

INVESTMENT
CONSIDERATIONS

ASSET
MANAGEMENT

SECURITY
SELECTION

Current Portfolio review

Return Requirements

Risk Tolerance

Tax and Regulatory 
Issues

Policy restrictions

Optimal Return

Use of Leverage

Forward Yelda 
Projections

Investment Growth

 Research

Liquidity

Low Event Risk

Rebalance
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Tools for Implementing Lean Portfolio Management in Agile:

Several tools and practices can support the implementation of LPM in an Agile environment, including:

•	 Portfolio Kanban is a visual tool for managing workflow at the portfolio level. It helps track 

progress, identify bottlenecks, and maintain transparency.

•	 Value Stream Mapping:  A tool for examining and enhancing the value delivery process across the 

different stages of the value chain. It is also helpful in determining whether there are inefficiencies 

in executing business processes. 

•	 OKRs (Objectives and Key Results): OKRs ensure that portfolio initiatives align with strategic 

outcomes by offering a structure for setting and evaluating them.

•	 Lean Budgets: A practice that distributes budgets across the value streams rather than specific 

projects, which helps control expenses and avoid budget overruns.

•	 Agile Program Increment (PI) Planning: A regular event in Agile organisations where teams 

align their goals and work together to plan and deliver value in iterations. 

Benefits of Lean Portfolio Management in Youth Work:

Lean Portfolio Management can bring specific advantages to youth work organisations, which often 

operate in a dynamic environment with limited resources:

•	 Faster Response to Changing Needs: Youth work entails flexibility in meeting young people’s 

social, educational, and emotional aspirations. Through LPM, organisations are also prepared to 

shift their focus to other issues as they arise. 

•	 Maximising Impact with Limited Resources: Addressing value streams and waste can optimise 

youth organisations’ spending while achieving the maximum result with minimal resources.

•	 Increased Transparency and Engagement: LPM promotes information dissemination and 

collaboration with other departments, resulting in greater involvement of staff, volunteers, and 

youth in the formulation and implementation of programs.

•	 Alignment with Strategic Goals: Youth organisations should adopt LPM to ensure their 

programs and initiatives offer a lasting solution to social problems like education, mental health, 

or employment of youths.

Challenges in implementing Lean Portfolio Management in Agile environments and how to 
overcome them:

Despite its benefits, implementing LPM in Agile environments can present challenges:

•	 Cultural Resistance: This concerns organisations shifting from traditional project management 

methods to Lean and Agile, as employees have existing mindsets. 
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	 Solution: Support the understanding and application of Lean and Agile 				  

	 principles and encourage relevant employee training and coaching.

•	 Lack of Clarity in Strategic Alignment: If the goals are not well articulated, this can cause 

disconnection between the portfolio’s initiatives and the overall organisational strategic direction.

	 Solution: Occasionally, reevaluate and report strategic goals and objectives 			 

	 to the Agile teams and the organisation.

•	 Resource Constraints: Managing limited resources when there are many demands on their 

utilisation is a common problem in youth work organisations.

	 Solution: Allocate resources according to Lean budgeting and manage work based 		

	 on its perceived value and relevance to the target audience.

•	 Complexity in Scaling Agile Practices: Extending agility to the portfolio level can be a massive 

challenge, especially for giant enterprises.

	 Solution: Employ SAFe (Scaled Agile Framework) or other Agile-at-scale models to 		

	 scale Agile across individual portfolios.

Lean Portfolio Management (LPM) is a robust approach to aligning organisational strategies with 

Agile teams and ensuring continuous value delivery. Thus, the utilisation of Lean, the use of Portfolio 

Kanban and Value Stream Mapping, as well as the encouragement of Decentralised Decision-Making 

in LPM, leads to the effective utilisation of available resources, greater effectiveness, and the ability of 

the organisation to adapt to the challenges of the constantly evolving environment. It should be noted 

that specific difficulties may be encountered when implementing LPM, particularly when moving 

away from traditional models. These problems can be addressed by changing the organisational 

culture, providing strategic direction, and offering the right tools. This is another benefit of LPM for 

Agile-oriented organisations, including those in youth work. 

2.4 Change Management

Introduction

Change management is critical to any organisational transformation, and adopting Agile 

methodologies is no exception. Agile can be particularly beneficial in youth organisations, where 

projects are often driven by the needs of young people and the communities they serve. The Agile 

approach implemented within the organisation calls for a paradigm shift to project management, 

prioritisation of work, and interaction with teams. This change may be met with resistance and feelings 

of uncertainty; hence, effective change management is vital to success. 

This section describes the relevance of change management in adopting Agile into youth 

organisations and gives some strategies on how to manage the change, focusing on the leadership 

aspect. The leaders are to guide their teams through this transition, build a collaborative culture in 

teams, and overcome obstacles effectively to successfully adopt Agile.
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The Importance of Change Management in Adopting Agile

Why Change Management Matters

Adopting an Agile methodology requires a cultural shift. Agile fosters flexibility, continuous 

improvement, and collaboration, which can be alien to the regulated and hierarchical approaches 

used by the average youth organisation. Efforts to adopt Agile can be met with resistance and 

confusion, leading to failure without adequate change management. 

Change management helps transition smoothly toward Agile and means all the stakeholders-leaders, 

staff, and participants-understand the reasons for change, its benefits, and how they can contribute 

to the realization of its success. This is even more important in youth organisations, where any project 

necessarily needs to interface at a personal level with the wellbeing and development of a young 

person. Because of this, managing change effectively is crucial for the maintenance of trust and to 

ensure an organization is continuing to provide high-quality services.

The Cultural Shift to Agile

Agile brings with it several cultural changes that the entire organisation must embrace. These include:

•	 Empowerment and Autonomy: Agile places strong emphasis on empowering teams through 

decision-making authority and ownership of work. In many organizations, this may also mean 

moving away from a top-down approach to decision-making and toward more decentralized 

decision-making.

•	 Collaboration over Hierarchy: Agile promotes close collaboration between team members, 

stakeholders, and customers. This differs significantly from traditional approaches, where 

communication flows through hierarchical channels.

•	 Adaptability and Flexibility: Agile requires teams to be adaptable and open to change. This 

can challenge organisations that are used to rigid planning and processes. Still, it is essential for 

responding effectively to the evolving needs of young people and communities.

•	 Continuous Learning and Improvement: Agile requires continuous learning and improvement. 

Teams must regularly reflect on their performance to find ways to be more effective. This again 

calls for a culture that embraces experimentation and views failures as opportunities for learning. 

Managing this cultural shift is one of the most challenging aspects of adopting Agile, particularly 

in youth organisations where resources are often limited, and the stakes—delivering meaningful 

support and services to young people—are high.

Critical Strategies for Managing Change in Youth Organisations

Effective Agile adoption within a youth organisation is about thoughtful change management to 

address the sector’s unique challenges. Following are some change management strategies, also 

discussed below, focusing on the role of leadership.
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1. Strong Leadership and Vision

Good leadership instigates effective change management. It is the leaders who provide the vision for 

an organisation’s transition to Agile, communicate the need for change, and inspire staff to embrace 

new ways of working. This would also require leaders to frame the adoption of Agile as a way to 

enhance the impact of their work to better serve young people, particularly staff who feel deeply 

invested in the organisation’s mission and values, as is often the case with youth organisations. 

Communicating the Vision

One of the most crucial tasks for any leader is clearly articulating the vision for Agile adoption and 

howits aligns with the organisation’s mission. Leaders should consistently emphasize how Agile will 

help the organisation better meet the needs of young people, deliver services more effectively, and 

build a culture of continuous improvement. By linking Agile to the organisation’s core mission, leaders 

can make the change more meaningful to staf and reduceg resistance.

The education-and-mentorship-oriented youth organisation might say, “Agile will allow us to build 

and refine our programs quicker in response to feedback from participants, which makes our services 

highly relevant and effective.”
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Leading by Example

Leaders must lead by example, embodying the behaviors and values central to Agile: being open to 

feedback, adapting, and collaborating with teams. When leaders participates in Agile ceremonies, 

such as sprint reviews or retrospectives, it is a signal to the organisation that these practices are 

important and worthy of attention. 

Additionally, leaders should model a growth mindset themselves, demonstrating their own 

commitment to learning and improving as the organisation transitions to Agile. This will be one way 

of minimizing anxiety among staff who might question whether or not they can succeed in the new 

environment. 

2. Involving Staff in the Change Process

A fundamental principle of change management involves those affected by the change process. This 

principle is crucial in adopting Agile since such a transition can only be effective through buy-in and 

direct participation from staff at all levels of the organisation. 

Engaging Teams Early

Early staff engagement in the Agile adoption process is crucial, as is gathering their input and 

addressing their concerns. These could be facilitated through workshops, focus groups, or even 

informal discussions where the staff get to share their thoughts on the transition and ask questions. 

By involving staff in the planning process, leaders can identify possible stumbling blocks to adoption 

and work collaboratively with the team to overcome them. 

For example, staff in a youth organisation might raise concerns about how Agile will affect their 

existing workloads or question whether the organisation has the resources to support the transition. 

Leaders can build trust and foster a sense of ownership over the change process by addressing these 

concerns early on and involving staff in developing solutions.

Building Cross-Functional Teams

Agile thrives in environments that promote close collaboration across cross-functional teams. In a 

youth organisation, building such teams made up of different departmental staff will break down silos 

and open the door to greater collaboration. 

At this stage, staff involvement in team-building becomes crucial. Team members should be clearly 

informed about their roles and responsibilities and assured that their expertise will be valued in 

decision-making. This might make the staff more attached to the success of the project and thus 

resistant to change.

3. Providing Training and Support

Agile adoption requires new competencies and a shift in mindset, which can be challenging for staff 

accustomed to classic project management methods. Training and ongoing support are required to 

make staff confident and capable of transitioning to Agile. 
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Training Programs

Investing in training programs is key to helping staff develop the knowledge and skills needed to 

thrive in an Agile environment. Such training may include workshop sessions based on specific Agile 

frameworks, such as Scrum or Kanban, and soft-skill training in communications, collaboration, and 

adaptability. Training programs should be suited to the needs of the organization and appropriate to 

the roles of the staff members.

For example, a youth organisation adopting Scrum might train staff to participate effectively in sprint 

planning, daily stand-ups, and retrospectives. Leaders could also offer specialised training for staff 

taking on critical roles like Product Owner or Scrum Master.

Ongoing Support

Change management is an ongoing process. To continuously adapt and transition towards Agile, 

ongoing support by the staff is essential Leaders may institute mechanisms for providing such 

support, periodic check-ins, mentorship, or other peer support groups. Such forums will enable the 

staff to troubleshoot some of the challenges faced, share best practices, and reinforce the critical 

behaviors necessary for Agile success.

For example, a youth organisation might set up a weekly check-in meeting for staff to discuss how 

Agile works in practice, share any difficulties they are experiencing, and receive guidance from more 

experienced colleagues. This support helps maintain momentum and ensures that staff remain 

engaged with the change process.

4. Managing Resistance to Change

Any transformation process by nature creates some form of resistance. Resistance to Agile might 

take various forms, from skepticism and disengagement to outright pushback. Leaders must be well-

prepared to manage this resistance, especially when staff are deeply committed to their work and 

passionate about existing processes. Resistance to Agile might take various forms, from skepticism 

and disengagement to outright pushback. Leaders must be well-prepared to manage this resistance, 

especially when staff are deeply committed to their work and passionate about existing processes.

Understanding the Root Causes of Resistance

Leaders need to understand the root causes of resistance to manage it effectively. Resistance often 

stems from fear—fear of the unknown, fear of losing control, or fear of failure. Staff may be concerned 

that they do not have the skills to succeed in an Agile environment or worry that Agile will undermine 

their existing ways of working.

Leaders should listen to staff concerns and respond sympathetically. This can lessen anxiety and 

build confidence. For example, if the staff are anxious about the fast pace of Agile, leaders can reassure 

them that the transition will happen gradually, with proper training and full support along the way. 

Building Resilience

Leaders can also help staff build resilience by fostering a culture of experimentation, learning, and 

adaptability.  By framing Agile not as a threat to current processes but as an opportunity for growth, 

leaders can help staff view the transition as a positive and exciting challenge.
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For example, a youth organisation might launch a pilot Agile project, allowing staff the freedom to 

experiment with new ways of working while keeping risks low. This would help the staff experience 

the benefits of Agile firsthand and build confidence in their ability to succeed. 

5. Aligning Agile with the Organisation’s Mission and Values

To succeed, any change management effort must align with the organisation’s mission and values. 

In youth organisations, where the focus is on supporting the development and well-being of young 

people, Agile must be seen as a means of enhancing this mission rather than detracting from it. 

Connecting Agile to Impact

Leaders should connect Agile to its potential positive impact on the organisation’s work with young 

people. This might involve highlighting how Agile’s emphasis on collaboration and continuous 

improvement can lead to more effective programs, better engagement with participants, and faster 

responses to the community’s needs.

For example, a youth organisation might explain that adopting Agile will allow them to more quickly 

adapt its services to young people’s needs, ensuring that it remains relevant and impactful in a rapidly 

changing environment. 

Ensuring Consistency with Values

To be successfully implemented agile must also be consistent with the organisation’s core values, 

such as inclusivity, empowerment, and respect. Leaders should ensure that the principles of Agile are 

applied in a way that supports these values and that staff understand how Agile can help reinforce 

them.
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For example, a youth organisation that values inclusivity might emphasise how Agile’s collaborative 

approach allows for greater participation and input from all team members, ensuring that the target 

group’s diverse perspectives are heard, valued, and incorporated in the project activities. 

Conclusion

Adopting Agile in a youth organisation can bring significant benefits, including greater flexibility, 

improved collaboration, and more effective project delivery. However, the transition requires careful 

change management to ensure that the organisation’s staff are prepared, supported, and motivated 

to embrace the new ways of working. 

Leadership plays a vital role in this process, from setting the vision and communicating the benefits of 

Agile to managing resistance and providing training. By involving staff in the change process, offering 

ongoing support, and aligning Agile with the organisation’s mission and values, leaders can help 

ensure a successful transition to Agile that enhances the organisation’s ability to serve young people 

and achieve its goals.

Change management is not a one-time event but an ongoing process. As youth organisations 

continue to adapt to new challenges and opportunities, the principles of Agile and effective change 

management will remain essential tools for navigating the future and delivering meaningful impact 

in young people’s lives.
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3.1 Implementing Agile in Youth Work

The attitude of adapting and responding to change is so deeply ingrained in youth work that 

agility, flexibility, and teamwork are just fitting. Agile practices will show how an organisation can be 

responsive and shape programmes that would truly support and uplift young people.

For youth organisations, embracing these Agile values isn’t just about management techniques—

it’s about building a culture that is adaptable, supportive, and deeply committed to positive change. 

Where the youth workers lead with flexibility and collaboration, they develop spaces that thrive 

through change and empower everyone involved in those spaces.

People are at the heart of Agile, so leadership and mindset are key factors to consider during the 

transition into Agile. 

The leader will have to move away from the top-down management approach and adopt a facilitative 

style of leadership, empowering the team. Agile leaders will serve as coaches and mentors to clear 

obstacles and enable collaboration and self-management. They must show acceptance of change, 

foster creativity, and allow their team to try new things and fail to learn.

Agile requires team members to cultivate a growth mindset by incorporating continuous improvement 

and adaptability. They should be willing to cooperate, take responsibility for their work, and 

communicate transparently. Agile requires a readiness for flexibility, meaning every team member 

must be open to feedback, which can lead to rapid changes in direction. This shift in mindset helps 

the team stay responsive to the evolving needs of the project, especially when serving youth with 

fewer opportunities, where adaptability is an important ingredient. 

The Agile transformation of a youth-serving organisation fundamentally changes leadership and team 

dynamics. Leaders move from directive to supportive, empowering teams and supporting them in 

how to navigate change. Members, in turn, are expected to be flexible, growth-oriented, collaborative, 

adaptive, and improving continuously. Successfully implemented Agile makes teams responsive, 

efficient, and effective, especially for young people with fewer opportunities. Agile arms organisations 

with ways to implement meaningful, long-lasting change. It brings all these new ingredients into 

youth work and NGOs: a fresh perspective on traditional approaches, adaptability, teamwork, and 

ongoing feedback. Here is how the application of Agile principles can help an organisation that works 

with young people to get the best out of them: 

1. Put People First, Not Processes

Success in youth work is built on trust and genuine connections with both young people and 

staff. In an Agile approach, people matter more than rigid structures, which is especially important 

when working with youth who face unique challenges. Regular check-ins with team members 

and participants allow for early discussions, ensuring programs stay relevant to their needs. This 

consistency helps everyone involved feel grounded and valued. 

Valuing people over processes means making sure young people feel heard and supported. 

Agile’s flexibility allows teams to respond quickly with empathy, adapting plans as real needs arise. 

3. Practical Applications



37

3. Practical Applications

This kind of open collaboration builds a robust and adaptable culture within the organisation, 

creating a space that feels both safe and impactful.

2. Break Big Projects into Small Steps

Agile encourages breaking down big projects into smaller, more manageable pieces. For youth 

organisations, this can make complex projects feel achievable and reduce overwhelm.

Imagine a year-long youth program divided into monthly or quarterly modules, each focusing 

on a specific skill. This approach gives participants early wins, keeps them engaged, and lets 

the team gather feedback throughout the year, allowing adjustments. The main benefits of this 

approach are:

•	 Increased Adaptability: Feedback after each phase means teams can quickly adjust and 

improve.

•	 Sustained Engagement: Smaller, frequent milestones keep everyone motivated and 

energised.

•	 Reduced Risk: Addressing issues in increments makes it easier to catch and handle risks 

early.

3. Encourage Self-Managing Teams

Giving teams the autonomy to manage themselves promotes ownership and accountability 

within the team. Agile empowers people to make decisions within their roles without relying on 

constant top-down instructions.

This sense of independence helps staff and volunteers approach challenges creatively, finding 

solutions that fit the dynamic world of youth work. Self-managing teams can work more effectively 

together, with each person feeling invested in the organisation’s mission, thus increasing the 

impact on young people targeted by the organisation’s activities. 

4. Embrace Change as It Comes

Working with young people can be unpredictable; their needs and circumstances change 

quickly. Agile’s value of “responding to change over following a plan” is about remaining flexible 

rather than rigidly sticking to initial strategies. Regular feedback and check-ins help the team 

stay aligned with what’s happening in real-time, making programs more relevant to participants’ 

evolving needs. In Agile, change isn’t an interruption; it’s an opportunity to improve and stay 

effective.

5. Make Feedback a Constant Tool for Growth
Agile emphasises the importance of continuous improvement, and in youth work, regular reflection 

sessions help teams learn from experiences and adapt. These moments of reflection create a safe 

space for honest feedback from both participants and staff, allowing for course corrections and 

new insights at each stage. Feedback becomes more than just a checkpoint—it’s a powerful tool 

for growth, keeping programs relevant and responsive.
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6. Use Visual Tools to Stay Organized

Staying organised is essential in managing any project, and visual tools like Kanban boards 

can make it easier. With a quick look, everyone on the team can see where things stand, who’s 

responsible for what, and whether there are any roadblocks. These boards bring transparency 

and accountability, helping teams stay on track and adjust as needed. They’re simple yet powerful 

tools for keeping everyone aligned and responsive.

7. Bringing Agile to Life in Youth Work

Agile principles like flexibility, collaboration, and constant improvement are natural fits for youth 

work, where needs change quickly and relationships are key. When used thoughtfully, Agile 

can help organisations create spaces where young people feel supported and empowered, 

especially those who face unique challenges. For marginalised youth, a one-size-fits-all approach 

just doesn’t work. Agile’s adaptability allows organisations to create programmes that meets 

young people where they are. Whether it’s co-creating personal goals or adapting a programme 

to tackle emerging challenges, Agile allows for the tailored support these young people need. 

Organisations build trust and confidence by involving them in goal-setting and regularly checking 

their progress, reinforcing that they are seen and valued. 

Getting started with Agile means rethinking how we work. It’s not about following strict rules or rigid 

plans but about being open to change and collaboration. Training teams in Agile values, such as 

adaptability and teamwork, can help shift perspectives from “sticking to the plan” to “doing what 

works.” A great way to learn Agile is to start small, using pilot projects where teams can experiment, 

learn from mistakes, and build confidence before expanding. Applying Agile in youth work creates 

flexible, responsive programmes that adapt to actual needs. By fostering a culture of growth, 

involving young people in decision-making, and tailoring support for underserved communities, 

Agile helps youth organisations create meaningful, lasting impact. The result is a more connected 

team, empowered young people, and an organisation ready to grow with every new challenge.

In youth work, Agile is all about being flexible, working together, and staying responsive. Instead of 

sticking rigidly to plans, Agile focuses on adapting to changes, gathering feedback along the way, 

and involving young people directly in shaping their programmes. Young people, especially those 

from marginalised backgrounds, often face complex and changing challenges. Agile empowers youth 

workers to stay flexible, allowing projects to grow and shift as young people’s needs evolve. Whether 

these challenges relate to family, school, or mental health, Agile’s iterative style allows support to be 

adjusted as situations change, ensuring it stays helpful and relevant. Encouraging feedback from 

young people in different stages of the program allows for building programs with youth, ensuring 

that the programs fit their actual needs. When young people have a voice, the project becomes a 

shared space where they feel ownership and pride in their growth.

Agile naturally supports inclusivity, encouraging everyone to contribute. For marginalised youth, 

this isn’t just about participating—empowering them to take the lead, building their confidence, 

and developing valuable leadership skills. This inclusive environment gives young people the tools 

they need to create positive changes in their lives and communities. Marginalised youth often face 

unpredictable challenges, such as family emergencies or mental health crises. Agile’s flexibility 

allows youth workers to respond quickly, addressing urgent needs without disrupting the overall 

flow of the project. Agile methods help create spaces that are dynamic, inclusive, and responsive. 

3. Practical Applications
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This approach ensures that marginalised youth in need of support receive the empowerment they 

deserve. Agile’s flexibility enables organisations to always be ready to meet the evolving needs of 

the youth they serve, making programs impactful, empowering, and sustainable in the long run. This 

approach allows youth workers to stay in tune with the changing needs and interests of the young 

people they serve, keeping programs fresh and meaningful. The goal is to move away from rigid rules 

and toward a working method that genuinely centres on youth involvement and adaptability. Agile is 

a youth-centred approach at its core.

3.2 Steps to Implement Agile

Step 0 - Assessing current status

Before adopting Agile, it’s worth asking if your organisation is ready for this shift. Adopting Agile is 

more than changing how projects are managed—it’s about embracing a mindset of collaboration, 

adaptability, and ongoing improvement. 

Here’s a roadmap to help assess if your organisation is ready to benefit from Agile.

1. Take a Look at How Projects Are Currently Run In Your Organisation

To make most of Agile, it’s helpful to understand how your organisation currently handles 

projects. Agile thrives in spaces that value flexibility, teamwork, and a willingness to evolve. Start 

by exploring how projects are planned, executed, and monitored now.

•	 Review Existing Processes: Take a look at your team’s approach to keeping projects on 

track. What’s working well, and where are things getting stuck? Are there processes that 

feel overly complicated or where creativity is stifled by too much structure?

•	 Spot the Bottlenecks: Where do projects tend to slow down? Do rigid timelines, heavy 

documentation, or communication barriers cause delays? Identifying these points helps 

highlight where Agile’s flexibility could make things smoother.

•	 Gauge Team Engagement: How involved are team members in decision-making for their 

projects? Do they have the freedom to make adjustments, or do they follow set instructions 

from above? This level of involvement can give insight into how prepared your team is for 

Agile’s collaborative approach.

2. Reflect on Your Organisational Culture

Agile isn’t just about processes—it’s deeply people-centred. Your organisation’s culture plays a 

big role in how easily Agile can be adopted. If your team already values openness, adaptability, 

and working together, you’re likely in a good place to make the transition.

•	 Assess Openness to Change: Are people open to new approaches or prefer sticking with 

what’s familiar? Agile requires a culture of experimenting, learning from mistakes, and 

being open to changes. If there’s resistance, it’s worth addressing this before diving in.

3. Practical Applications
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•	 Evaluate Communication: Agile depends on honest, transparent communication. How 

does information flow within your organisation? Is communication frequent and open, or 

does it tend to be top-down? Agile relies on regular check-ins and transparency, so open 

communication is necessary.

•	 Consider Team Dynamics: Agile teams are self-managing, where members collaborate, 

problem-solve, and make decisions together. Are your teams ready to work this way, or 

are they more accustomed to a top-down structure?

3. Identify Where Agile Can Make a Difference First

You don’t need to overhaul everything at once. Instead, try starting with specific areas where Agile 

could immediately impact.

•	 Pick Pilot Projects: Start with projects where Agile’s flexible, adaptive approach could 

bring clear benefits. These might be smaller, cross-functional projects or ones that need 

to shift quickly. Use these as “test runs” to try Agile practices like Sprints, Daily Stand-ups, 

and Retrospectives.

•	 Focus on High-Impact Areas: Look for projects that require frequent adjustments or 

involve marginalised groups needing flexible support. These areas can highlight Agile’s 

ability to respond to real-time feedback and adapt as needed.

•	 Check Your Tools: Do you have the tools needed to support Agile? Task boards, real-time 

collaboration platforms, and communication tools are all essential for an Agile team. If 

not, identify what’s required to support a smooth Agile rollout.

By carefully examining your current processes, team dynamics, and openness to change, your 

organisation can successfully transition to Agile. With the right groundwork, Agile can transform how 

your organisation supports young people, creating flexible, responsive, and impactful programs.

3. Practical Applications
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Step 1 - Building cross-functional teams

Building a cross-functional team for youth work projects is vital for implementing Agile effectively. 

By combining diverse skills, fostering collaboration, and promoting empowerment, teams are better 

prepared to manage the unique demands of youth-focused initiatives. This approach enhances 

project delivery and engages and empowers everyone involved—team members and young 

participants alike—creating a meaningful impact and ensuring the project’s success.

With a cross-functional team, members bring various expertise and perspectives, allowing the group 

to tackle challenges creatively and effectively. In youth work, youth workers, program designers, and 

evaluators can collaborate to find well-rounded solutions that benefit young people.

What do cross-functional teams bring to the table?

Faster Decision-Making

Agile prioritises speed, and cross-functional teams are built for it. Since all the necessary expertise 

is already within the team, decisions can be made quickly without waiting for external approval. 

This ability to act fast is precious in youth projects, where unexpected issues often arise and need 

quick solutions.

Enhanced Collaboration

Cross-functional teams naturally promote collaboration by bringing together unique skills. 

Members rely on one another to reach their goals, creating a supportive environment where 

everyone’s role is essential to the project’s success. This teamwork strengthens communication 

and creates a more cohesive group.

Increased Flexibility

With a wide range of skills on the team, it’s easier to pivot when a project needs change. Self-

sufficient teams can shift tasks and adjust priorities as needed without relying on outside help, 

making them more adaptable in dynamic environments.

While building cross-functional teams is essential, there are several factors to keep in mind while 

building cross-functional teams:

Diverse Skill Sets

Youth projects benefit from having youth workers, educators, digital media specialists, and 

others on the team, covering every aspect of the project from planning to evaluation without 

needing external resources. While building teams, organisations should consider the diverse 

skills required for implementing activities. 

3. Practical Applications
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Balanced Experience Levels 

A mix of experienced and newer members creates balance, with senior team members providing 

strategic insights and mentorship while newer members bring fresh energy and creativity. Still, it 

is essential to have a balance between the two to ensure that teams function well. Complex tasks 

can be assigned to senior, more experienced team members, while more straightforward tasks 

go to junior team members, thus making workflow smoother. Also, teams that include a range of 

experience levels tend to have more dynamic and supportive work environments.

Clear Roles and Responsibilities 

While Agile encourages collaboration, each member must have a well-defined role to avoid 

confusion and ensure accountability. Key roles might include the Scrum Master (guiding Agile 

practices), Product Owner (advocating for youth participants’ interests), and specialists like 

facilitators and digital experts.

Shared Vision and Goals

Aligning around a common purpose is essential. In youth work, the goal is to impact young 

lives positively through different projects, and every team member should feel connected to 

this mission. When everyone understands the project’s objectives, they’re more motivated to 

collaborate and contribute fully.

Empowerment and Autonomy

Agile thrives on empowerment, giving team members the freedom to make decisions in their 

areas of expertise. This autonomy fosters a sense of ownership and responsibility, encouraging 

innovation and adaptability.

Regular Interaction

Agile emphasises consistent communication and teamwork. Daily stand-ups, sprint planning, 

and retrospectives help the team stay aligned, track progress, and resolve issues quickly. Open 

and transparent communication is essential in an agile approach.

Inclusion of Youth Voices

Directly involving young people in the project ensures that their needs are met and their 

perspectives shape the program. Youth input makes projects more relevant, impactful, and 

empowering.

3. Practical Applications
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Step 2 - Training and Orientation in Agile Youth Work

Agile has its own set of terms—like sprints, Scrum, and Kanban—that may be new to some team 

members, especially in youth work where the most common project management approach is 

waterfall due to the funding nature of the project. Practical training helps everyone learn these terms 

and understand how to apply them in real situations. This common foundation is essential for clear 

communication and smooth teamwork. A good approach is to introduce Agile concepts gradually. 

Starting with a high-level overview of Agile and then diving into specific roles and tasks helps build 

a shared understanding. This way, team members can ease into the Agile mindset without feeling 

overwhelmed.

Specific skills, such as transparent and open communication, flexible planning, and project 

management tools, are essential to working effectively in Agile. Training sessions can include 

practical exercises and scenarios that mimic real situations, building team confidence and capabilities. 

Developing skills in adaptability and problem-solving is instrumental in youth work, where needs can 

shift rapidly.

It is essential to remember that adopting Agile is more than just switching up processes; it’s about 

embracing a new mindset. The agile approach moves from rigid, top-down structures to a culture that 

values collaboration, flexibility, and accountability. This shift can be challenging for organisations that 

use more traditional project management approaches. Training should focus on technical skills and 

fostering openness and teamwork, with workshops and regular check-ins to support this transition.

Agile relies on tools like Scrum boards, Kanban boards, and software platforms like Trello, Jira, and 

Asana to keep track of tasks and progress. These tools help everyone see what needs to be done 

and what’s in progress, boosting transparency and accountability. Training should include hands-on 

practice, with team members exploring these tools by setting up mock projects or running a practice 

sprint. It is highly recommended to use specific projects or activities within existing ones to test this 

approach, allowing team members to adapt to new skills through familiar, well-established projects.

Practical training components that should be used while implementing agile within the 
organisation are:

Introduction to Agile Principles: Start with a basic overview of Agile, highlighting its origins and 

relevance to youth work. Focus on fundamental values, like prioritising people over rigid processes 

and staying adaptable to change. This foundational understanding shows how Agile can support the 

unique needs of youth-focused projects.

Role-specific training is essential to ensure clear roles and responsibilities within the team. Some of 

the roles are:

Scrum Master Training: This role focuses on guiding Agile practices, keeping the team on 

track, and addressing any obstacles. It is more suited for more experienced team members.

3. Practical Applications



44

Product Owner Training: Involves managing project priorities and balancing stakeholder 

needs, especially those of young participants. It is more suited for more experienced team 

members.

Team Member Training: This course covers basics like sprints, daily check-ins, and 

retrospectives, along with effective collaboration and communication skills. It is more suited 

for less experienced team members.

Tool Training: Introduce critical tools that help with Agile workflows:

Scrum and Kanban Boards: Visualise tasks to keep priorities clear.

Trello: A user-friendly board for assigning tasks and tracking progress.

Jira and Asana: More robust tools that support task management, sprint planning, and team 

communication.

These tools make task management easier, provide a clear view of project status, and centralise 

team communication—all crucial for keeping youth projects on track. The selection of the tool 

depends on the organisation itself. While each has its advantages and disadvantages, the 

most important thing is that the team accepts the tool and that it ensures efficient workflow. 

Hands-On Workshops and Interactive Sessions: Workshops offer hands-on practice with Agile 

methods, like sprint planning, daily check-ins, and retrospectives. Role-playing exercises also help 

team members simulate real-world challenges in a low-pressure setting, strengthening problem-

solving and communication skills.

Specific training components depend on your organisation’s initial assessment; more information 

about each can be found within this guidebook. After the training and orientation, it is recommended 

that the team receive ongoing support and resources through mentorship and a resource library, 

which will allow the teams to get through the initial implementation stages of agile. 

Training and orientation set the stage for a successful transition to Agile in youth work. By fostering 

a shared understanding, building relevant skills, and supporting a shift toward collaboration and 

flexibility, organisations prepare their teams for the ever-evolving nature of youth projects. With 

interactive learning, ongoing mentorship, and accessible resources, teams are better equipped to 

deliver impactful, youth-centred results.

3. Practical Applications
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Step 3 - Choosing an Agile Framework

Finding the right Agile framework is like picking the best tool for the job—it shapes how your team 

collaborates, manages tasks, and delivers results. In youth work, you want a framework that doesn’t 

just get things done but also fits the unique dynamics of your organisation, your projects, and, most 

importantly, the young people you’re supporting.

Agile isn’t a one-size-fits-all method; it’s a flexible philosophy supported by different frameworks, each 

with its strengths. Think of it as a toolkit with a few main options— Scrum, Kanban and Lean — each 

suited to different kinds of projects.

1. Scrum

Best For: Projects where you have a clear goal but are open to finding the best way to get there. 

Scrum’s structure and steady pace make it ideal for long-term projects where progress needs to be 

steady but adaptable.

What Scrum Brings to the Table

•	 Sprints: Work is broken down into short, focused sprints (usually every two to four weeks)  

during which the team hones in on a specified sprint; you take a step back to review what 

worked and what didn’t, then adjust for the next round.

•	 Clear Roles: In Scrum, each person knows their role—like the Scrum Master who guides 

the Agile process, the Product Owner who keeps the project aligned with youth needs, and 

the team members who handle task completion.

•	 Regular Check-Ins: Scrum emphasises keeping everyone on the same page with daily 

check-ins, sprint planning, and reviews to celebrate wins and talk about improvements.

How Scrum Works in Youth Work: Scrum is a solid choice for more significant projects, like 

developing a long-term youth leadership program or a series of workshops that evolve over time. 

The structure allows feedback loops to allow you to keep adapting based on participant input. 

Hence, the program stays relevant to youth needs, which is extremely important for increasing the 

impact of the project on target groups. 

2. Kanban

Best For: Projects that need a steady, flexible workflow without strict deadlines. Kanban is perfect 

for ongoing initiatives where tasks come up regularly and need to be managed continuously.

What Kanban Brings to the Table:

•	 Visual Workflow: Kanban is all about visibility. Tasks are displayed on a board (digital or 

physical) with categories like “To Do,” “In Progress,” and “Done.” This gives the whole team 

a clear snapshot of what’s happening.

3. Practical Applications
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•	 Limits on Active Tasks: Kanban reduces the number of tasks used by setting limits on how 

many tasks can be in progress at once, reducing bottlenecks and overwhelm.

•	 Continuous Flow: Unlike Scrum, there are no strict sprint deadlines; tasks move along as 

they’re completed.

How Kanban Works in Youth Work: Kanban is ideal for ongoing activities like managing outreach, 

mentoring, or community programs. It’s straightforward and gives the team a clear view of tasks and 

progress, helping you keep services running smoothly without overloading any part of the team.

3. Lean

Best For: Organisations that need to make the most of limited resources. Lean focuses on 

streamlining processes to have the highest impact with the least waste.

What Lean Brings to the Table:

•	 Value Stream Mapping: Lean encourages you to map out every step of a process to see 

where you might be wasting time or resources and then eliminate those unnecessary steps.

•	 Continuous Improvement: Lean is about regular tweaks to improve efficiency and 

effectiveness.

•	 Focus on Value: Lean prioritises what matters most to the “customer”—or, in youth work, 

the young people you’re supporting.

How Lean Works in Youth Work: For small NGOs or those working with limited budgets, Lean can 

help stretch resources further. It’s great for organisations supporting marginalised youth, helping 

them focus on essential tasks, like streamlining volunteer management or resource allocation, to 

maximise resources.
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How do you choose the proper framework for your organisation? When deciding which Agile 

framework to use for youth work, especially when working with young people facing unique 

challenges, here are a few things to consider:

Type and Scope of Project

•	 Complexity and Size: Scrum provides structure to keep things when tackling a large, 

complex project. . Kanban’s easy flow may be proper for ongoing or more straightforward 

tasks.

•	 Deadlines: If your project has firm deadlines, like delivering a youth mentorship program, 

Scrum’s structured sprints can help you meet them. If the timeline is more flexible, Kanban 

keeps the teamwork steady and manageable.

Team Dynamics

•	 Experience Level: Scrum’s structured roles and regular routines can provide helpful 

guidance if your team is new to Agile. Kanban’s flexibility may be a better fit for teams that 

already work well independently. 

•	 Collaboration Style: For teams needing regular, structured communication (like those 

in youth social programs), Scrum’s daily check-ins help keep everyone aligned. For more 

independent teams, Kanban’s visual tracking allows for easy collaboration without the 

formalities.

Organisational Goals

•	 Focus on Efficiency: If your organisation is focused on boosting efficiency, Lean can help 

you streamline processes, which is especially useful if you work with limited resources.

•	 Youth-Centred Flexibility: Projects that need regular input from youth participants, like 

skill-building programs, might benefit from Scrum or Kanban, as both support frequent 

feedback and adaptability.

Available Resources

•	 Team Size: Smaller teams might find Kanban’s minimal structure easier to handle, as it 

allows them to manage workloads without the strict deadlines of Scrum.

•	 Tech Needs: For projects with a tech focus, like developing a youth app, Scrum, or a 

combination of Scrum with XP practices may be helpful, as both prioritise high-quality 

standards and frequent updates.

By selecting a framework that fits your team’s needs, goals, and available resources, you’ll be setting 

up a foundation for a smoother, more impactful Agile experience in youth work.

3. Practical Applications
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Step 4 - Start with a Pilot Project in Agile for Youth Work

Introducing Agile into your organisation can feel like a significant shift, but starting with a small pilot 

project can make it much easier. By testing Agile on a manageable project, your team can try out 

new methods, learn along the way, and iron out any kinks before applying them to more extensive 

programs. This “trial run” is especially helpful in youth work, where flexibility is vital—mainly when 

working with young people facing unique challenges.

Why Begin with a Pilot Project? There are a couple of benefits of this approach

•	 Low-Risk Learning: A pilot project is small and resource-light, making it a safe way to try Agile 

without impacting significant programs.

•	 Hands-On Practice: Team members get practical experience with Agile principles, which 

helps them understand and apply the methods more effectively.

•	 Early Problem-Solving: Testing Agile on a pilot project helps spot potential issues early, like 

confusion around Agile processes or initial resistance to change, so these can be addressed 

before scaling up.

•	 Boosts Confidence: Completing a pilot project gives the team a sense of accomplishment, 

making it easier to roll out Agile on larger projects with confidence.

Look for a small and manageable project that offers enough depth for real learning. Here are some 

factors to consider:

•	 Size and Scope: Choose something simple but meaningful. For example, a youth skill-

building workshop series is big enough to benefit from Agile but small enough to manage 

and help team members adopt the Agile approach.

•	 Clear Goals: The project should have well-defined objectives so the team can stay focused 

and track progress easily.

•	 Engaged Stakeholders: Pick a project where stakeholders—like youth participants or 

community partners—are open to collaboration and feedback, which is key to Agile’s iterative 

approach.

•	 Flexibility: Select a project where you can adjust requirements as you go, helping the team 

practice Agile’s flexible, adaptive approach—perfect for responding to changing needs in 

youth work.

Coaching Questions for Choosing the Right Pilot Project

1. Purpose and Scope

•	 What is the main goal we want to achieve with this pilot project? Is it something specific 

and measurable?

3. Practical Applications
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•	 Is this project small enough to be manageable as a first try with Agile, or would a more 

straightforward project work better to start?

•	 Can we break down this project into clear steps or deliverables so we can see exactly 

what success will entail? 

2. Fit with Agile Practices

•	 Does this project need regular feedback and tweaks to stay on track, or is it more 

straightforward?

•	 Are there phases or parts of the project that would benefit from breaking things down into 

short cycles, like sprints?

•	 How well do we think Agile practices (like daily check-ins and regular reviews) will fit with 

the project’s goals and timeline?

3. Team Readiness and Resources

•	 Does the team feel ready to try the Agile approach on this project? If not, what extra 

support might make them feel more confident?

•	 Do we have the right resources (time, people, and tools) to take on a pilot without straining 

the organisation’s resources too thin?

•	 Who are the key team members for this project, and do they have the time to participate 

in this pilot actively?

4. Stakeholder Engagement and Feedback

•	 Who are the main stakeholders we will work with or get input from, and are they open to 

giving feedback and collaborating throughout the project?

•	 How will we gather feedback from everyone involved, especially the youth participants, 

to guide our progress?

•	 Can we find ways to actively involve young people in the project design and decision-

making process?

5. Flexibility and Adaptability

•	 Is this a project where we can make adjustments as we go, or does it have a more fixed 

plan?

•	 Are there parts of the project we may need to change based on what we learn along the 

way?

•	 How comfortable is the team with “learning as we go” and making quick changes if 

needed, and does the timeline allow for that?
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6. Learning and Growth Goals

•	 What specific Agile skills or practices do we hope the team will learn from this pilot?

•	 Besides just finishing the project, how will we know it was a success in terms of team 

learning and growth?

•	 What are the main takeaways or skills we’d like everyone to gain from running this as a 

pilot project?

7. Assessing Risks and Challenges

•	 What challenges or bumps might we face, and how can we prepare for those?

•	 Does this project feel like a good balance of impact and low risk for a pilot?

•	 What can we do if we run into resistance or challenges with Agile practices during the 

project?

Starting with a pilot project is a practical way to introduce Agile in a youth-focused organisation, 

especially when working with young people who may face additional barriers. By starting small with 

a project like a youth workshop series, a community campaign, or a digital platform, your team can get 

hands-on experience with Agile and lay the foundation for more significant, more impactful initiatives 

down the road.

Step 5: Finding proper tools and techniques

Once you’ve chosen your Agile framework (Scrum, Kanban or Lean), the next step is finding the right 

tools to help manage tasks, track progress, and stay adaptable. 

Here is a look at a few popular options for agile tools:

Gantt Charts

Though traditionally used in waterfall project management, Gantt charts can also work well with Agile 

by providing an overview of project timelines and critical milestones. They’re especially helpful for 

larger projects that need a balance between flexibility and long-term planning. Gantt charts give your 

team a visual roadmap to keep track of deadlines and task dependencies.

MS Excel

For smaller Agile teams, MS Excel is a budget-friendly option that is flexible enough to handle 

everything from task lists to Kanban boards and burndown charts. While not a dedicated Agile tool, 

Excel can be customised to track progress, manage backlogs, and visualise workflow without extra 

software. It’s simple, accessible, and great for teams who want to start with the basics.

Trello

Trello is a visually engaging, user-friendly project management tool based on the Kanban method. 
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It organises tasks into columns that show their status (“To Do,” “In Progress,” “Done”) and allows for 

real-time collaboration. Trello is perfect for small Agile teams who need a flexible, intuitive platform 

where they can easily track tasks, assign responsibilities, and keep everyone on the same page.

Jira

For larger, more complex projects, Jira offers robust capabilities tailored to Agile teams. Supporting 

both Scrum and Kanban, Jira allows for sprint and backlog management, task tracking, custom 

workflows, and detailed reporting. It’s highly customisable, integrates with other tools like Slack and 

Confluence, and is ideal for teams needing precise tracking and analytics across big projects.

Whether your team is small and needs something simple, or you’re managing a large-scale project 

with multiple moving parts, there’s an Agile tool to fit your needs. The key is to choose the tool that 

matches your team’s size, project complexity, and the level of detail you need.

One of the most popular agile techniques is sprint. Sprints are short, focused work cycles (usually one 

to four weeks) during which the team hones in on specific tasks from the project backlog. By breaking 

down big projects into smaller chunks, the team can gather feedback early, adjust along the way, and 

progress steadily. 

Here is how sprint works:

•	 Sprint Planning: Each sprint kicks off with a planning session where the team picks tasks from 

the backlog, prioritizes them, and commits to completing them by the end.

•	 Daily Stand-Ups: During the sprint, team members give quick updates (like in a Daily Scrum) 

to share progress and identify any blockers. Daily stand-ups are swift, focused check-ins where 

team members share what they’re working on, what they plan to do, and if they’re facing any 

obstacles. Daily Stand-Ups help keep everyone on the same page, identify issues early, and 

maintain momentum. These stand-ups usually last around 15 minutes and happen at the same 

time and place each day, creating a consistent rhythm for the team. For remote teams, such as 

those working on international projects, tools like Slack or Zoom work well for stand-ups. These 

daily check-ins are great for keeping youth work teams aligned, especially when roles and 

responsibilities vary widely.

•	 Sprint Review: At the end, the team reviews what’s been accomplished with stakeholders to 

gather feedback. Sprint reviews are held at the end of each sprint to showcase completed work 

to stakeholders and gather feedback. This meeting helps keep everyone in the loop, ensures that 

the project stays on track, and allows for quick adjustments based on feedback. Sprint reviews 

are a great way to engage youth participants and other stakeholders, making them feel involved 

in the project’s success.

Zoom is useful for remote teams to share progress with stakeholders. In youth work, sprint reviews 

ensure the project aligns with evolving needs and keep everyone connected to the project’s 

impact.

•	 Sprint Retrospective: After each sprint, the team reviews what went well, what didn’t, and 

what needs improvement. Retrospectives are dedicated meetings where the team reflects on 

what went well, what didn’t, and what to improve in the next sprint. Retrospective is a time for 

open discussion and learning, helping the team become more effective with each iteration. 
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Retrospectives build a continuous improvement culture and provide a safe space for everyone 

to share feedback.

Backlog grooming (or refinement) is also essential to a sprint. It is all about keeping the project 

backlog organised, clear, and ready for future sprints. During grooming, the team goes through tasks 

to clarify details, prioritise based on importance, and break down big tasks into manageable pieces. 

Regular backlog grooming ensures the team is always prepared for the next sprint, with precise tasks 

aligning with project goals.

Tools like Jira, Trello, and Asana are ideal for managing the backlog. They offer ways to organize tasks 

visually and set priorities. In youth work, backlog grooming helps the team focus on high-impact tasks 

that benefit young people.

These Agile techniques—sprints, daily stand-ups, backlog grooming, sprint reviews, and 

retrospectives—are vital for keeping projects adaptable, focused, and aligned with goals. Using tools 

like Jira, Trello, or even a simple whiteboard helps teams stay on track and make meaningful progress, 

especially in the dynamic world of youth work.

Step 6 - Keep Improving with Agile in Youth Work

Continuous improvement is essential in an agile approach and also in youth work, where young 

people’s needs can change quickly, especially when working with people with fewer opportunities. 

Embracing an iterative approach helps teams stay flexible, improve quality, and ensure programs are 

always relevant to the youth they serve.

Why Continuous Improvement Matters

•	 Adapting to Change: Youth work can be unpredictable. As young people’s needs or external 

factors shift, it’s important to keep adjusting to stay relevant and responsive.

•	 Raising the Bar: Regular check-ins and improvements keep the quality of your programs high, 

which is extremely important, especially when working with youth facing extra challenges and 

increasing the impact of projects.

•	 Empowering the Team: Agile lets everyone pitch in with ideas and solutions, creating an open 

and collaborative culture where team members feel valued and motivated.

•	 Building Trust: Showing a commitment to improvement—through feedback, progress, and 

flexibility—helps build trust with young people, their families, and even funders. It reflects a 

dedication to delivering the best possible outcomes.
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Key Practices for Iteration and Improvement

1. Retrospectives

•	 Why: Retrospectives let the team review what went well, what didn’t, and how to improve 

next time. They also allow team members to adopt the agile approach and grow the agile 

mindset.

•	 How It Works in Youth Work: Holding a retrospective after each event (like a workshop 

or community session) gathers feedback and allows adjustments for the next iteration. 

For example, asking mentors and mentees for feedback after a mentorship session allows 

tweaking the program if needed.

2. Feedback Loops

•	 Internal Feedback: Regularly check in with team members to spot issues early. Stand-ups 

and casual check-ins keep communication open.

•	 External Feedback: Engage young people, families, and the community for feedback on 

the program’s impact. For instance, in a digital skills program, ask for feedback after each 

session to see what resonates with the youth and adjust as needed.

3. Incremental Improvements

•	 Small Steps, Big Impact: Start with small, manageable changes the organisation can test 

and build on. These small steps add up to meaningful improvements over time and boost 

the team’s confidence in adopting the changes.

•	 Prioritise What Matters: In youth work, focus on changes that will positively impact young 

people’s lives. This will bring more impact and a higher level of satisfaction.

4. Celebrate Wins and Learn from Failures

•	 Recognise Achievements: Celebrating even small successes keeps spirits high and 

encourages the team to improve.

•	 Learn from What Didn’t Work: Agile views failure as an opportunity for growth. If something 

doesn’t go as planned—like a workshop failing to engage participants—reflect on what can 

be improved and use that insight to adapt for the future.

5. Document and Share Knowledge

•	 Keep a Record: Documenting lessons learned helps avoid repeating mistakes and is an 

excellent source for new team members. Materials can be added to the online library and 

later used for training new team members. 

•	 Share with Others: Share best practices with other teams in your organisation. This 

promotes continuous improvement across all projects.
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6. Regular Reviews

•	 Schedule Reviews: In addition to retrospectives, regular reviews to see if the project is still 

in line with organisational goals and youth needs could be highly beneficial for adopting an 

agile mindset and ensuring activities stay in tune with the target group’s needs. 

•	 Be Ready to Pivot: Based on these reviews, adjust goals, strategies, or the project’s scope 

as needed. If funding or youth needs change, be prepared to shift gears.

Iteration and improvement are at the heart of Agile, and they’re essential for youth work success. 

By gathering feedback regularly, learning from each experience, and making minor tweaks, your 

organisation can stay responsive to young people’s changing needs. This ongoing commitment to 

improvement keeps projects impactful and fosters a culture of learning and growth for both your 

team and the youth you serve.

Managing risks is a big part of ensuring Agile projects run smoothly, especially in youth organisations 

that often deal with limited resources, a variety of stakeholders, and unexpected challenges. In Agile, 

risk management isn’t a one-time task—it’s an ongoing effort. By regularly checking in on risks, teams 

can spot potential issues early and find solutions before they become real problems.

How to Spot Risks? Regular check-ins on risks help teams avoid potential problems. At the start of 

each sprint and during retrospectives, the team can review possible risks and brainstorm solutions. 

Involving youth participants and stakeholders in these conversations is also vital since they bring 

valuable insights that might reveal risks specific to their communities.

Some tools to help with this are:

•	 SWOT Analysis: Identifying strengths, weaknesses, opportunities, and threats to help spot 

any vulnerabilities in the project.

•	 Risk Matrix: This matrix prioritises risks based on their likelihood of happening and potential 

impact so the team can focus on what is most important.

How do we manage risks once they are identified?

•	 Prioritise: Focus on high-impact risks and monitor them with a Risk Register for ongoing 

monitoring.

•	 Create Mitigation Plans: Plan out actions, assign responsibilities, and set timelines for 

different scenarios. Some common strategies include:

•	 Avoid: Adjust plans to steer clear of the risk.

•	 Mitigate: Try to reduce the risk’s likelihood or impact.

•	 Accept: Be prepared to handle the risk if it happens.

•	 Transfer: Shift the risk to someone else, like an insurer.

It’s also helpful to revisit these risks regularly during sprint reviews, keeping the team flexible and 

ready to respond to new challenges as they come up.
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Good communication with stakeholders is essential for risk management. Keep them updated on any 

new risks and changes to your mitigation plans. Transparent communication builds trust and makes 

sure everyone is on the same page. After tackling a risk, document what worked and what didn’t. This 

will make future risk management more manageable and more effective.

Building a Risk-Savvy Team

Creating a team that’s proactive about risks can make a huge difference. Encourage everyone to own 

the risks within their work areas, so risk management becomes part of the daily routine. Talking about 

risks regularly also keeps the team aware and ready to handle challenges as they arise.

Practical Ways to Identify and Handle Risks

•	 Brainstorming: Get the team together to identify potential risks related to the project’s goals, 

resources, or outside factors. This will ensure that you consider a broad range of risks from 

the start.

•	 SWOT Analysis: Use this tool to examine both internal and external factors. Pinpoint project 

weaknesses and possible external threats and devise strategies to address them.

•	 Risk Checklists: Use a checklist of common risks associated with youth projects to ensure 

that nothing important is overlooked.

•	 Expert Consultations: Talk to stakeholders or outside experts to get a fresh perspective on 

possible risks. Often, they’ll see things the team might have missed.

Communication issues are a common risk in Agile projects. Misunderstandings, missed updates, or 

relying too much on one communication channel can cause delays and confusion. Here are a few 

strategies to manage these risks:

•	 Set Clear Communication Protocols: Decide which channels to use for updates (like email, 

Slack, or meetings) and stick to them.

•	 Encourage Open Communication: Make sure everyone feels comfortable sharing 

information, which helps prevent silos.

•	 Cross-Team Updates: Hold regular syncs so everyone stays updated on key project 

information.

•	 Use Multiple Channels: Don’t rely on just one form of communication—mix it up with emails, 

instant messaging, and meetings to keep everyone in the loop.

Practical Exercises

•	 Role-Playing Scenarios: Try out scenarios in which communication issues arise and practice 

handling them to avoid misunderstandings in real situations.

•	 SWOT Analysis Workshops: Conduct a SWOT analysis focused on communication to 

improve clarity and transparency.
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In Agile projects, especially in youth work, managing risks well is about staying proactive, involving 

the right people, and ensuring everyone is informed. By building a risk-aware team, regularly checking 

for new risks, and communicating openly, youth organisations can navigate challenges smoothly 

and keep their projects on track.

Case study: Managing projects with young people with

fewer opportunities using Agile

Project Activity

The Smokinya Foundation has been applying Agile principles to its daily operations and projects 

since 2018. One example is its “B.R.I.G.H.T. FUTURE” project, a 28-day volunteer initiative held in 

Mrachenik, Bulgaria. This project aimed to bring new energy to rural areas, support environmental 

action, and empower youth through hands-on community work.

In this project, 30 young people aged 18-29 from 17 different countries came together to work 

on leadership skills and community-building activities while learning from each other’s cultures. 

With limited resources and a camp setting, these volunteers focused on nature preservation, rural 

development, and sustainable practices.

How Agile Practices Came into Play? To keep things running smoothly, Smokinya applied several 

Agile practices that helped the team stay organised, adaptive, and connected:

•	 Daily Standups: Every morning, the team held brief check-ins to review what had been done, 

outline what was next, and address any roadblocks . These short, 10-15-minute meetings 

kept everyone aligned and allowed for quick support wherever it was needed.

•	 Sprint Planning: Each week kicked off with a planning session, during which goals were 

set and tasks prioritised based on the project’s needs. This provided clear focus and kept 

everyone working toward meaningful objectives.

•	 Sprint Review: At the end of each week, the team gathered to reflect on their achievements and 

discuss any challenges. This review allowed them to celebrate successes, stay accountable, 

and make adjustments as needed.

•	 Sprint Retrospective: After each review, the team discussed what worked well, what didn’t, 

and how they could improve in the next sprint. This process of reflection encouraged ongoing 

improvement and allowed the team to adapt as the project evolved.

•	 Backlog Refinement: Mid-week, the team would revisit their list of tasks to add, remove, or re-

prioritize as needed. This helped them stay focused on the most important tasks and remain 

flexible to changes.

•	 Task Board (Trello or Physical): A visual board—either digital or physical—helped track 

tasks in stages like “To Do,” “In Progress,” and “Done.” This gave everyone a clear view of their 

responsibilities and overall progress, which promoted transparency and self-management.

•	 Feedback Loops: With daily and weekly check-ins, the team could address issues promptly 
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and keep communication open, which boosted morale and kept everyone engaged.

•	 Process Retrospective: Every few weeks, the team stepped back to evaluate the Agile 

processes, reflecting on what worked well and could be improved. This helped them keep 

their approach effective and adaptable.

By using these Agile practices, Smokinya Foundation created a flexible, responsive approach to 

managing their projects. This allowed a team of 12 staff members and 30 volunteers to work efficiently 

and collaboratively, even in a dynamic, resource-limited setting.

Lessons Learned from Using Agile in Youth Work

The Smokinya Foundation’s experience with Agile offers some great takeaways for youth organisations, 

especially those working with young people from marginalised backgrounds. Here are some insights:

Staying Flexible and Adaptable: Agile’s flexibility is a game-changer for youth organisations. 

It makes it easier to adapt to the changing needs of young people and community. With 

frameworks like Scrum and Kanban, teams can make real-time adjustments based on feedback 

from participants, community members, and evolving project goals. This adaptability helps teams 

tackle new challenges and keep their projects relevant.

The Power of Collaboration: Agile thrives on collaboration, with regular check-ins, open 

communication, and tools like Kanban boards that let everyone see the project’s progress. This 

transparency keeps teams aligned, encourages early problem-solving, and helps everyone work 

toward common goals. Collaborative tools and practices also boost morale and make teamwork 

more efficient.

Growth Through Feedback: Agile emphasises learning and growth. Teams can improve steadily 

by gathering feedback from team members, stakeholders, and youth participants at every stage.  

Frequent check-ins and sprint reviews ensure activities meet the evolving needs of young people, 

allowing for timely adjustments that make a real difference.

Efficient Resource Management: In youth work, managing resources can be a challenge, 

especially with tight budgets and small teams. Agile helps balance workloads and avoid burnout 

with practices like sprint planning and setting limits on work in progress. This approach allows 

teams to focus on completing high-quality tasks without overstretching resources.

Engaging Participants for a Bigger Impact: When young people actively plan and carry out 

projects, they feel a stronger sense of ownership and commitment. Giving them a role in the 

project increases their engagement and leads to better outcomes, as they’re more invested in the 

project’s success.

Tracking Progress Visually: Agile’s emphasis on transparency is supported by visual tools like 

Kanban and Scrum boards, which make workflows visible to everyone involved. These boards 

help teams spot bottlenecks, prioritise tasks, and manage complex projects with multiple 

stakeholders. 

Smokinya’s experience shows how Agile’s flexibility, collaboration, and focus on continuous 

improvement can make a real difference in youth work. For organisations to fully benefit from Agile, 

it is crucial to balance flexibility with structured planning, create consistent ways to gather feedback 
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and keep participants engaged. By following these principles, youth organisations can build more 

vital, sustainable programmes in their communities.

Adopting Agile methodologies in youth organisations can bring significant benefits, including 

increased flexibility, improved stakeholder engagement, and more effective project delivery. 

However, the transition to Agile is not without its challenges. Youth organisations operate in unique 

environments, often characterised by limited resources, high staff turnover, and a need to demonstrate 

impact in ways that resonate with funders and the community. To successfully implement Agile, these 

challenges must be recognised and carefully managed.

This chapter explores the common challenges youth organisations face when adopting Agile and 

offers practical solutions and strategies for overcoming these hurdles. By understanding these 

challenges and implementing effective change management practices, youth organisations can 

harness Agile’s full potential to better serve young people and achieve their mission. 

4.1. Understanding the Unique Context of Youth Organisations

Youths’ development and well-being depend significantly on youth organisations. Youth organisations 

can act from community-based initiatives up to large national programs. Unlike commercial 

businesses, many youth organisations operate under a philosophy based on a mission more than 

one based on profit. This is why this unique context shapes their challenges when adopting new 

methodologies like Agile.

Many youth groups exist on shoestring budgets and have to rely on a combination of government 

funds, grants, and donations, which creates financial uncertainty for them. They may not be able 

to invest in new tools or training which would be required to enable implementation in an agile 

approach. Secondly, they work with people who are characterised by their transience - young people 

change often, and so do their needs. This requires flexibility and responsiveness that some traditional 

approaches to project management cannot support. 

Unlike other industries, such as software development, from which Agile originally emerged, youth 

organisations may have different levels of technical expertise or resource access that can make 

their transition to Agile much more difficult. However, the underlying essence of Agile (iterative 

development, continuous feedback, and stakeholder collaboration) is highly applicable to the 

dynamic nature of youth work. Understanding these sector-specific challenges is key to developing 

effective strategies for successfully adopting Agile.

4. Challenges and Solutions  While Adopting 	

      the Agile Approach
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4.2. Common Challenges Faced by Youth Organisations When Adopting Agile

Cultural Resistance

Cultural resistance, perhaps, is the major issue facing many youth organisations when adopting Agile. 

There are several long-standing practices and sometimes hierarchies that may be difficult to alter at 

first. Staff may be afraid they won’t be able to adapt to a different way of working or may not see how 

Agile applies to them in particular. 

Most of the resistance to Agile is just a simple fear of the unknown. The staff may be afraid that they 

won’t be able to adapt to a different way of working or may not see how Agile applies to them in 

particular. Further, when an organisation has traditionally made decisions very centrally, there is often 

a great reluctance to begin pushing authority down to the cross-functional teams.

Limited Resources

Youth organisations often have to contend with deficiencies in financial, human, and technical 

resources. These deficiencies tend to make investment in training, tools, and support that would go 

a long way in helping implement Agile smoothly. For example, it may be out of order for many youth 

organisations to hire an experienced Agile coach while the other staff lacks experience in leading the 

transition.

This may be partly because of the resource constraints that youth organisations face in terms of 

incomplete or improper implementation of Agile practices, which with proper training and support, 

might get fully embraced by these teams-the frustration of which may lead to failure in such an 

initiative.

Lack of Agile Expertise
Agility requires a specific type of skill and knowledge, and the practice might not be locally available in 

youth organisations. Young, inexperienced staff might struggle to understand and apply the concept 

effectively. This can lead to a superficial adoption of Agile practices, where teams go through the 

motions without genuinely shifting their mindset. 

A lack of Agile expertise could therefore result in problems such as mismanaging the backlog, poor 

sprint planning, and retrospectives that are not meaningful. This can ultimately undermine Agile’s 

effectiveness and lead to staff disillusionment. 

High Staff Turnover
High staff turnover is a widespread problem in youth organisations, mainly in  those with high 

percentages of volunteers or part-time staff. Changing team composition can often affect continuity 

and stability in the implementation of Agile practices and make it more difficult to achieve the levels 

of trust and cohesion that effectively implement teamwork. 

High rates of turnover can lead to lost institutional knowledge and make maintaining momentum 

on Agile projects quite difficult. Changing team composition can often affect continuity and stability 

in the implementation of Agile practices and make it more difficult to achieve the levels of trust and 

cohesion that effectively implement teamwork. 

4. Challenges and Solutions  While Adopting  the Agile Approach
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Difficulty in Measuring Impact

The traditional metrics applied in Agile, like velocity or burn-down charts, are not very useful when the 

outcome of an Agile project within a youth organisation is qualitative and long-term.

This difficulty in impact measurement makes it challenging to prove Agile’s value to stakeholders, 

who may include funders and the community. Without metrics, justifying investment in Agile may be 

problematic, as may securing ongoing support. 

Stakeholder Engagement

Engagement of stakeholders, including young people, funders, and the community, is one of the key 

issues for Agile. For youth organisations, this may be tough since their interests may be very different, 

there could be too few channels of communication, or some of them may not understand Agile.

Poor stakeholder engagement means either the Agile project will not deliver on the requirements 

of the community or it will lose significant stakeholder support. Consequently, the projects suffer 

through delays, reduced budgets, or even complete cancellation. 

4.3. Practical Solutions and Strategies for Overcoming Challenges

Building a Change-Ready Culture

Overcoming cultural resistance requires fostering a change-ready culture within the youth 

organisation—one that embraces innovation and continuous improvement. This shift involves 

changing people’s mindsets from being process-driven to becoming more flexible and adaptable. 

Approach: Leadership would also need to play a stellar role in building such a culture by leading by 

example and experimenting with Agile behaviours.  This can be made certain by communicating 

the power of Agile regularly, celebrating small victories, and creating a safe space to learn from 

failures.

Practicum: It is advisable that the organisation run some pilot Agile projects in order to present 

the benefits of the approach. Later on, success stories about those pilots will help to create 

momentum throughout the organisation for wider adoption. Additionally, staff could be engaged 

in designing and implementing Agile practices, since this may result in further buy-in with less 

resistance. In this challenge, change management plays an utmost crucial role.

Resource Optimization

With the very limited resources, optimising what’s available in most youth organisations will be 

essential for a successful Agile adoption. This shall be by implementing only the most critical Agile 

practices and finding cost-effective ways to do so.

Approach: Organisations should implement the core of Agile, focusing on the areas that will 

provide the most value, such as regular stand-ups, retrospectives, and iterative development. 

Where possible, free or low-cost tools should be used to support these practices. 
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Examples of optimising resources would be leveraging open-source Agile project management tools, 

such as Trello or Jira, or leveraging community resources, including online training courses, webinars, 

and local Agile meetups. Other options for organisations include partnering with other nonprofits to 

leverage resources and expertise.

Training and Skill Development

Investing in training and competency development is core to developing Agile competencies within 

an organisation. This means ensuring that staff possess the required knowledge and skills to succeed 

within an Agile environment, even on very low budgets.

Strategy: Practical, hands-on training relevant to the projects at hand being handled by the 

organisation, such as through in-house workshops, peer learning sessions, or even bringing 

experts from the outside for your specific training needs.

Implementation: Basic training in Agile followed by specific training in Scrum, Kanban, or 

whatever variety your organisation is implementing. Encourage self-directed learning with online 

courses and provide opportunities to try out what they learned on real projects.

Retention Strategies

Minimising staff turnover is very important in maintaining continuity with Agile projects. Organisations 

should implement the core of Agile, focusing on the areas that will provide the most value, such as 

regular stand-ups, retrospectives, and iterative development. Where possible, free or low-cost tools 

should be used to support these practices. 

Strategy: Employee commitment and satisfaction where driving retention can be facilitated by 

clear routes of career development, flexibility in work, and rewarding performance.

Implementation: Conduct regular surveys with employees to measure their level of satisfaction 

and suggestions areas oforf improvement.  Prepare opportunities for staff to expand responsibilities 

and learn new skills within the Agile environment. Develop a supportive workplace culture 

conducive to teamwork, collaboration, and continuous learning.

Agile Metrics Tailored to Youth Work

Therefore, it is in order to develop a set of metrics reflecting the particular goals of youth organisations 

in relation to measuring the impact of their Agile projects. The metrics should therefore capture the 

project performance related to social and developmental outcomes that stand at the core of youth 

work.

Strategy: Create a set of measures for your balanced scorecard that bridges both traditional 

Agile metrics and impact-focused measures. The list could include participant engagement and 

satisfaction and outcome measures alongside the more standard Agile metrics such as velocity 

or cycle time.

Implementation: Collaborate with stakeholders to determine the metrics most applicable for 

any project. In the case of youth mentorship, this may involve the number of successful matches 
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between mentor and mentee, participant retention rates, and qualitative responses regarding the 

perceived impact of the program. Regularly review the same in retrospectives so that the project 

keeps its focus tagged on its goals. 

Effective Stakeholder Engagement

In this regard, effective stakeholder engagement is considered quite crucial to the success of Agile 

projects involving youth organisations by ensuring open communications, periodic updates, and 

active participation of stakeholders in decision-making.

Strategy: Elaborate on the stakeholder engagement plan in order to include the regular cadence 

of communication touchpoints, such as meetings, newsletters, and reports. The stakeholders 

should understand Agile principles and their contribution to the project’s success. 

Engaging with stakeholders through key Agile ceremonies, such as sprint reviews, is essential. During 

these reviews, stakeholder feedback should be actively considered to shape the direction of the 

project. For example, in a community outreach project, regular meetings with community leaders and 

participants ensure that the project remains relevant and responsive to the evolving needs of the 

community. 
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Any successful Agile transformation involves a good share of practical exercises and activities. With 

this, the teams get hands-on experience and can internalise the Agile principles more reliably to 

put into daily practice. For the youth organisation, these are perfect activities that offer an avenue 

for building collaboration trust, and enhancing team resilience to respond to some exceptional 

challenges brought about by the nature of work with young people 

The paper concludes with a detailed listing of workshop activities, role-playing scenarios, and project 

simulations that will help drive the practical implementation of Agile methodologies within the youth 

organisations. In this way, the teams can build competencies and self-efficacy to work through 

complicated situations arising from Agile projects in service of better outcomes for young people.

5.1. Workshop Activities

Workshops play a crucial role in fostering strong team bonds and deepening understanding of Agile 

principles. In a youth organisation, where teams often consist of individuals with diverse backgrounds 

and skill sets, workshops provide an opportunity to bring everyone together around a shared vision 

and set of practices. 

5.1.1. Team Building Exercises

Building a strong, cohesive team is critical for the success of any Agile project. The following exercises 

are designed to foster trust, improve communication, and encourage collaboration within the team.

Icebreaker: Agile Values Match-Up

Objective: To familiarise team members with the core values of Agile in a fun and interactive way.

Materials Needed: Cards with Agile values and corresponding principles, flip charts, markers.

Activity Description: Participants are divided into small groups, each receiving a set of cards.  

Each card contains one of the four Agile values or its related principles. The task is for each group 

to match the values with their corresponding principles correctly.

Debriefing: After the activity, groups share their matches with the larger group. The facilitator 

then discusses the correct matches, emphasising the importance of each value and principle. This 

activity not only introduces participants to Agile but also sets the stage for deeper discussions 

about how these values and principles can be applied in their work.

Building Trust: The Agile Ball Game

Objective: To build trust and improve communication within the team by simulating the rapid, 

iterative nature of Agile work.

Materials Needed: A soft ball, timer.
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Activity Description: Team members stand in a circle. The objective is to pass the ball around as 

quickly as possible, ensuring that every team member touches the ball once before it returns to 

the starting point. Each round is timed, and the team is challenged to improve their time with each 

iteration.

Debriefing: Discuss how the team’s performance improved through collaboration, quick 

feedback, and iterative refinement—key principles of Agile. This exercise helps to build a sense 

of shared responsibility and highlights the importance of clear communication and coordination.

Collaboration Challenge: The Marshmallow Tower

Objective: To encourage creative problem-solving and collaboration within the team.

Materials Needed: Spaghetti sticks, marshmallows, tape, string.

Activity Description: Teams are given 18 minutes to build the tallest freestanding structure 

possible using only the materials provided. The marshmallow must be placed on top of the 

structure.

Debriefing: After the challenge, discuss the importance of prototyping, continuous feedback, 

and adaptability—traits essential for Agile success. This exercise illustrates how Agile principles 

can lead to more innovative and effective solutions, even under constraints.

5.1.2. Understanding Agile Principles

To fully embrace Agile, teams must understand not just the “what” but the “why” behind the practices. 

The following activities are designed to deepen participants’ understanding of core Agile principles.

Kanban Board Simulation

Objective: To help participants understand the flow of work in a Kanban system and the importance 

of limiting work in progress (WIP).

Materials Needed: Sticky notes, markers, large whiteboard or wall space.

Activity Description: The facilitator sets up a Kanban board with columns such as “To Do,” “In 

Progress,” and “Done.” Participants are given a set of tasks (represented by sticky notes) and must 

move them through the board while adhering to WIP limits.

Debriefing: Discuss how limiting WIP can prevent bottlenecks and improve workflow efficiency. 

Participants will gain insights into how visualising work and controlling the amount of work in 

progress can lead to smoother operations and higher productivity.

Scrum Simulation: The Sprint Planning Game

Objective: To simulate the Scrum framework, particularly focusing on sprint planning, backlog 

refinement, and the concept of delivering increments.

Materials Needed: Pre-written user stories on index cards, task board, story points chart.
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Activity Description: Participants are divided into Scrum teams. Each team is given a product 

backlog and must prioritise and plan a sprint. Teams estimate the effort required for each user 

story using story points and select the work they can commit to for the sprint.

Debriefing: Reflect on the challenges of prioritisation, estimation, and commitment. Discuss 

the importance of realistic sprint planning and the concept of delivering potentially shippable 

increments. This activity helps participants understand the iterative nature of Scrum and the value 

of delivering work in small, manageable chunks.

Agile Estimation Workshop: Planning Poker

Objective: To practise Agile estimation techniques using the Planning Poker method.

Materials Needed: Planning Poker cards (or standard playing cards), sample user stories.

Activity Description: Using Planning Poker, participants read through user stories and estimate 

their complexity. Each participant selects a card corresponding to their estimate. If there’s a 

significant difference in estimates, the team discusses the reasoning before re-estimating.

Debriefing: Discuss how consensus-driven estimation can lead to more accurate and realistic 

planning in Agile projects. This exercise emphasises the importance of collective decision-making 

and ensures that all team members are aligned on the complexity of the tasks ahead.

5.2. Role-Playing Scenarios

Role-playing scenarios are an effective way to practise Agile techniques in a safe, controlled 

environment. They allow teams to explore different situations, experiment with responses, and learn 

from the experience.

5.2.1. Scenario 1: The Daily Stand-Up

Objective: To practise conducting a daily stand-up meeting, focusing on clarity, brevity, and 

addressing impediments.

Setup: Assign roles within a team (e.g., Developer, Scrum Master, Product Owner). The scenario 

simulates a daily stand-up where each member reports on what they did yesterday, what they will 

do today, and any impediments they face.

Role-Playing Activity: The team conducts a stand-up meeting in real time, adhering to the three-

question format. The Scrum Master facilitates, ensuring the meeting stays on track and that 

impediments are noted.

Debriefing:  Reflect on the effectiveness of the communication, how well impediments were 

identified, and the importance of time-boxing the stand-up meeting. This scenario helps 

teams develop the discipline needed to keep stand-ups short and focused, a crucial aspect of 

maintaining momentum in Agile projects.
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5.2.2. Scenario 2: Sprint Retrospective

Objective: To practise conducting a Sprint Retrospective, focusing on identifying strengths, areas 

for improvement, and actionable steps.

Setup: Assign roles within a team. The scenario takes place at the end of a sprint, with team 

members reflecting on the sprint’s successes and challenges.

Role-Playing Activity: The Scrum Master leads the retrospective, encouraging each team 

member to share what went well, what didn’t go well, and what could be improved. The team 

collaboratively decides on actionable steps for the next sprint.

Debriefing: Discuss the importance of continuous improvement in Agile and how to create a 

safe space for honest reflection. This scenario emphasises the value of retrospectives as a tool for 

learning and growth, ensuring that each sprint is an opportunity to refine processes and improve 

outcomes.

5.2.3. Scenario 3: Handling Stakeholder Feedback

Objective: To practise managing and incorporating stakeholder feedback during a sprint review.

Setup: Assign roles, including a Product Owner, Scrum Master, Development Team, and 

Stakeholders. The scenario simulates a sprint review where stakeholders provide feedback on 

the product increment.

Role-Playing Activity: The Product Owner presents the completed work, and stakeholders 

provide feedback. The team discusses how to incorporate this feedback into the next sprint or 

product backlog.

Debriefing: Reflect on the challenges of balancing stakeholder feedback with sprint goals, 

and the importance of clear communication and expectation management. This scenario helps 

participants develop the skills needed to navigate stakeholder relationships and ensure that 

feedback is used constructively to enhance the product.

5.3. Project Simulations

Project simulations provide an opportunity to apply Agile techniques in a more extensive and 

immersive environment. These simulations help teams experience the full lifecycle of Agile projects, 

from planning to delivery, and allow them to practise managing challenges in a realistic setting.

5.3.1. Simulation 1: End-to-End Scrum Project

Objective: To simulate an entire Scrum project from initiation to delivery, providing participants 

with a comprehensive understanding of Scrum practices.

Setup: Participants are divided into Scrum teams. Each team is given a project (e.g., developing a 

new youth program) and must go through all Scrum ceremonies, including sprint planning, daily 

stand-ups, sprint reviews, and retrospectives.
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Simulation Activity: Teams work through multiple sprints, refining their processes and product 

incrementally. They must manage the product backlog, prioritise user stories, and deliver working 

increments at the end of each sprint.

Reflection and Feedback: After the simulation, teams reflect on their experience, discussing 

what they learned about the Scrum framework, the challenges they faced, and the outcomes 

they achieved. Facilitators provide feedback on team performance, focusing on areas such as 

collaboration, adherence to Agile principles, and product quality.

This simulation offers a deep dive into Scrum, helping participants understand how to manage a 

project from start to finish using Agile methodologies. By working through the full cycle, teams can 

identify areas where they need to improve and build confidence in their ability to deliver projects 

using Scrum.

5.3.2. Simulation 2: Kanban Workflow Optimization

Objective: To simulate the use of Kanban for managing a continuous flow of work and optimising 

processes within a team.

Setup: Participants are given a project with ongoing tasks (e.g., managing daily operations of a 

youth centre). A Kanban board is set up with columns representing different stages of work.

Simulation Activity: Teams manage the flow of tasks through the Kanban board, adhering to WIP 

limits and continuously seeking ways to optimise the process. They must identify and address 

bottlenecks, balance workloads, and ensure that tasks are completed efficiently.

Reflection and Feedback: After the simulation, teams reflect on how Kanban helped manage the 

flow of work, the importance of visualising progress, and the benefits of limiting WIP. Facilitators 

provide feedback on how well teams optimised their workflow and managed tasks.

This simulation helps participants understand the principles of Kanban and how it can be used to 

improve efficiency and reduce waste in their processes. It also highlights the importance of continuous 

monitoring and adjustment in Agile workflows.

5.3.3. Simulation 3: Agile Release Planning

Objective: To simulate Agile release planning, focusing on long-term project goals and incremental 

delivery.

Setup: Participants are given a project that requires multiple releases (e.g., a year-long youth 

development program). They must plan the releases, breaking down the project into manageable 

increments.

Simulation Activity: Teams create a release plan, identifying key milestones, dependencies, 

and deliverables. They must balance the need for rapid delivery with maintaining a high level of 

quality and aligning with stakeholder expectations.

Reflection and Feedback: After the simulation, teams reflect on the challenges of release 
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planning, the importance of flexibility, and how well they were able to deliver value incrementally. 

Facilitators provide feedback on the effectiveness of the release plan and the team’s ability to 

adapt to changing requirements.

This simulation helps participants understand the complexities of release planning in Agile and how 

to manage long-term projects while still delivering value in increments. It emphasises the need for 

flexibility and continuous alignment with project goals and stakeholder expectations.

5.4. Reflection and Feedback Sessions

Reflection and feedback are critical components of the learning process in Agile. They help teams 

internalise lessons learned from practical exercises and simulations, ensuring that they can apply 

these insights in future projects.

5.4.1. Conducting Effective Reflection Sessions

Guidelines for Reflection: Provide guidelines for conducting effective reflection sessions, including 

setting a positive tone, encouraging open communication, and focusing on learning outcomes.

Tools for Reflection: Introduce tools and techniques for facilitating reflection, such as “Start, 

Stop, Continue,” “5 Whys,” and retrospectives.

5.4.2. Facilitating Feedback

Constructive Feedback Techniques: Discuss techniques for giving and receiving constructive 

feedback in a way that fosters growth and improvement.

Encouraging a Feedback Culture: Provide strategies for building a feedback culture within the 

organisation, where feedback is seen as a valuable tool for continuous improvement.

5.4.3. Incorporating Feedback into Practice

Turning Feedback into Action: Discuss how teams can take the insights gained from reflection and 

feedback sessions and turn them into actionable steps for future sprints or projects.

Monitoring Progress: Provide guidance on how to monitor the implementation of feedback and 

measure its impact on team performance and project outcomes.
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5.5. Few extra simulations in agile training

Simulations like the Beer Game are powerful tools for teaching and reinforcing agile principles 

within teams and organisations. These simulations provide participants with hands-on experience in 

managing complex systems, understanding the impact of decision-making, and seeing the practical 

applications of agile methodologies. Below, the Beer Game, Scrum simulation, and other simulations 

that can be used effectively in Agile training are outlined. 

The Beer Game

Overview:

The Beer Game is a role-play simulation developed at MIT in the 1960s to demonstrate the 

complexities of supply chain management and the impact of systemic delays. It is often used 

in agile and lean training to illustrate the challenges of managing flows in systems with high 

levels of uncertainty and delayed feedback.

Objective:

The goal of the game is to meet customer demand for cases of beer through a multi-stage 

supply chain with minimal costs and backlogs. The participants play the roles of factory, 

distributor, wholesaler, and retailer, each responsible for managing their inventory based on 

orders and shipments.

Key Learning Points:

•	 Systems Thinking: The Beer Game demonstrates how individual decisions at one point in 

the supply chain affect the entire system. It helps participants understand the importance 

of seeing the big picture rather than focusing only on local optimisation.

•	 Impact of Delays: The game shows how delays in information and material flow can 

lead to the bullwhip effect, where small fluctuations in demand cause increasingly larger 

fluctuations in orders and inventory levels up the supply chain.

•	 Importance of Communication: The game highlights how poor communication and lack 

of transparency can lead to misaligned actions and suboptimal outcomes, reinforcing the 

need for open communication and collaboration in agile teams.

How to Use the Beer Game in Agile Training:

•	 Setup: Divide participants into groups of 4-8, with each group representing a different part 

of the supply chain. Provide each group with a game board, playing pieces (representing 

beer case products or other products that you see fit).

•	 Gameplay: The game proceeds in rounds, with each participant placing orders based on 

their current inventory, incoming orders, and expected shipments. The facilitator tracks 

the results, showing how decisions impact the entire system over time.
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•	 Debrief: After the game, conduct a debriefing session to discuss what happened, what 

decisions were made, and how those decisions affected the supply chain. Relate the 

lessons learned to agile principles, such as the importance of feedback loops, reducing 

waste, and improving communication.

Scrum Simulation (Lego4Scrum)

Overview:

Lego4Scrum is a hands-on simulation where participants use Lego bricks to build a product 

(like a city or a house) while following Scrum processes. It provides a practical experience of 

working in sprints, managing a backlog, and conducting sprint reviews and retrospectives.

Key Learning Points:

•	 Scrum Roles and Ceremonies: Participants learn about the roles of Product Owner, 

Scrum Master, and Development Team, as well as key Scrum ceremonies like sprint 

planning, daily stand-ups, and retrospectives.

•	 Backlog Management: The simulation teaches the importance of maintaining and 

prioritising a product backlog, ensuring that the team focuses on delivering the most 

valuable features first.

•	 Iterative Development: By working in short sprints, participants experience the benefits 

of iterative development, including the ability to adapt to changes and deliver incremental 

value.

How to Use Lego4Scrum in Agile Training:

•	 Setup: Prepare Lego sets and assign roles to participants. Provide a product backlog with 

user stories that need to be completed during the simulation.

•	 Gameplay: Simulate several sprints, with participants planning, building, and reviewing 

their work in each sprint. Conduct daily stand-ups to address challenges and adapt the 

plan as needed. 
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•	 Debrief: Discuss the experience, focusing on how the Scrum framework facilitated the 

work, what challenges were encountered, and how agile practices helped the team adapt 

and improve.

Kanban Simulation

Overview:

A Kanban simulation involves using a physical or digital board to manage the flow of work 

through different stages (e.g., To Do, In Progress, Done). Participants learn how to visualise 

work, manage WIP (work in progress), and optimise the flow of tasks.

Key Learning Points:

•	 Visualising Work: The Kanban board helps teams see the status of all tasks at a glance, 

making it easier to identify bottlenecks and manage workflow.

•	 Limiting Work in Progress: The simulation teaches the importance of setting WIP limits 

to prevent overload and ensure a steady flow of work.

•	 Continuous Improvement: Participants learn to continuously improve their processes 

by tracking metrics like cycle time and throughput. 

How to Use Kanban Simulation in Agile Training:

•	 Setup: Create a Kanban board with columns representing different stages of work. 

Provide participants with tasks that need to be moved through the board.

•	 Gameplay: Have participants manage tasks on the board, focusing on moving work 

through the system efficiently while adhering to WIP limits.

•	 Debrief: Discuss the benefits of Kanban, such as increased visibility, better flow, and 

reduced cycle time, and how these practices can be applied in real projects.

XP (Extreme Programming) Game

Overview:

The XP Game is a simulation that introduces participants to Extreme Programming practices 

such as pair programming, test-driven development, and refactoring. It helps teams 

understand how to deliver high-quality software in an iterative and collaborative way.

Key Learning Points:

•	 Test-Driven Development: Participants learn the importance of writing tests before code 

and using tests to guide development.
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•	 Pair Programming: The simulation emphasises the benefits of pair programming, 

including knowledge sharing and higher code quality.

•	 Customer Collaboration: The XP Game reinforces the value of close collaboration with 

customers to ensure that the product meets their needs.

How to Use XP Game in Agile Training:

•	 Setup: Prepare coding challenges or simple development tasks. Pair up participants and 

assign them roles as developers, testers, or customers.

•	 Gameplay: Run the simulation in iterations, where developers write code, testers validate 

it, and customers provide feedback. Encourage pair programming and test-driven 

development throughout.

•	 Debrief: Reflect on the experience, focusing on how XP practices contributed to better 

quality and customer satisfaction. Discuss how these practices can be integrated into the 

team’s daily work.

Lego Serious Play (LSP) in Agile Training

Lego Serious Play (LSP) is an innovative, hands-on methodology that uses Lego bricks as a medium 

to foster creative thinking, problem-solving, and collaboration in teams. Developed in the 1990s, 

LSP is based on the concept of “hand knowledge” or “thinking through your hands,” which posits 

that building physical models can help unlock insights, ideas, and solutions that might not surface 

through traditional discussions. In the context of agile training, LSP can be an invaluable tool for 

exploring complex challenges, aligning team members around shared goals, and encouraging open 

communication.
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Applications in Agile Training:

1. Vision and Strategy Building

•	 Purpose: LSP can be used to help teams collectively build a vision or strategy for their 

agile transformation. By constructing models that represent their understanding of 

the organisation’s current state and desired future state, team members can align on 

goals, identify potential obstacles, and agree on a roadmap for change.

•	 How It Works: Participants are asked to build models that represent their views of the 

organisation’s mission, values, or strategic goals. These models are then shared and 

discussed, allowing the team to develop a shared vision that incorporates everyone’s 

perspectives.

2. Team Building and Alignment

•	 Purpose: LSP fosters team building by encouraging collaboration, communication, 

and empathy. Through the process of building and sharing models, team members 

gain a better understanding of each other’s perspectives and develop a stronger 

sense of cohesion.

•	 How It Works: Teams are given a challenge related to their work or goals and asked to 

build models that represent their individual viewpoints. After sharing and discussing 

these models, the team collaborates to build a shared model that integrates everyone’s 

ideas, fostering alignment and mutual understanding.

3. Problem Solving and Innovation

•	 Purpose: LSP is particularly effective for complex problem-solving, as it encourages 

participants to think creatively and explore new ideas. By building models that 

represent potential solutions, teams can explore different approaches and assess 

their feasibility.

•	 How It Works: When faced with a specific challenge or problem, participants use 

Lego bricks to build models that represent potential solutions. These models are then 

used as a basis for discussion, allowing the team to explore the pros and cons of each 

approach and collaboratively decide on the best course of action.

4. Exploring Roles and Responsibilities:

•	 Purpose: Understanding and defining roles within an agile team can be challenging, 

especially in cross-functional environments. LSP allows team members to visualise 

and discuss their roles, responsibilities, and how they contribute to the team’s success.

•	 How It Works: Each team member builds a model representing their role within the 

team, including their responsibilities, challenges, and contributions. These models 

are shared with the team, leading to a discussion about how roles intersect, where 

there may be overlaps or gaps, and how the team can better collaborate.
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The Process of Lego Serious Play:

1. Challenge

The facilitator poses a question or challenge to the group, which could relate to strategy, 

problem-solving, or team dynamics. The question is open-ended and designed to 

encourage deep thinking and exploration.

2. Build

Participants are given time to build a model that represents their thoughts or answers 

to the challenge using Lego bricks. The process is individual, allowing each person to 

express their unique perspective.

3. Share

After building, each participant shares their model with the group, explaining what it 

represents and how it relates to the challenge. This sharing process is crucial for ensuring 

that all voices are heard and that the team gains a comprehensive understanding of the 

issue at hand.

4. Reflect

The team reflects on the models and the insights shared, discussing how the different 

perspectives can be integrated into a collective understanding or solution. This step 

often leads to new ideas, strategies, or decisions that the team can implement moving 

forward.

Lego Serious Play (LSP) is a versatile and powerful tool for Agile teams. It offers a unique way to explore 

complex challenges, build team cohesion, and foster a culture of creativity and collaboration. By 

incorporating LSP into Agile training and practices, organisations can unlock new insights, improve 

communication, and enhance their ability to adapt and thrive in a rapidly changing environment. 

Whether used for vision building, retrospectives, or problem-solving, LSP provides a hands-on, 

engaging approach to cultivating an agile mindset and culture.

In-Basket Case Study Scenario: Managing a Complex Multi-Stakeholder NGO Project

Background: You are the new Senior Project Manager at a youth organisation tasked with leading a 

high-profile initiative aimed at empowering underprivileged youth through a comprehensive program 

involving international exchanges, non-formal education, community service projects, and strategic 

partnerships with other NGOs. The project is supported by multiple funding sources, including 

Erasmus+, private donors, local government grants, and contributions from other NGOs.

The project has been running for six months, and while it has seen some success, it is now facing a 

series of significant challenges that require immediate and strategic action. Your task is to navigate 

these complexities, ensuring the project’s success while maintaining strong relationships with all 

stakeholders.

Setting: Your office is bustling with activity, with team members, volunteers, and partners frequently 
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stopping by for updates. Your in-basket is overflowing with urgent tasks, emails, reports, and memos 

that require your immediate attention. The atmosphere is tense as deadlines approach, and the 

pressure to deliver results is mounting.

Scenario: As you settle into your role, you are presented with the following in-basket items that require 

your immediate action:

1. Email from the Erasmus+ Coordinator

•	 Subject: Critical: Budget Overrun and Risk of Funding Withdrawal

•	 Content: The Erasmus+ Coordinator has flagged a significant budget overrun due to 

unforeseen expenses related to participant accommodations and travel. There is a risk 

that if the budget is not realigned and justified within the next two weeks, a portion of the 

funding may be withdrawn. You must urgently prepare a detailed financial report, propose 

a budget reallocation, and negotiate with Erasmus+ to secure the continued funding.

2. Memo from the Director of your youth organisation

•	 Subject: Youth Leadership Workshop Collapse: Reputational Risk

•	 Content: A key partner of the project, has unexpectedly withdrawn support for the 

upcoming Youth Leadership Workshop due to internal issues. The workshop, scheduled 

for next week, was highly anticipated by both participants and sponsors. You need to 

assess whether to cancel, reschedule, or find a new partner, all while managing the 

reputational risks associated with this sudden change.

3. Letter from the Local Government Office

•	 Subject: Urgent: Legal and Environmental Challenges for the Urban Revitalization Project

•	 Content: The local government has raised legal and environmental concerns about the 

underpass revitalization project with other NGO. The project, which is critical for improving 

community safety and engagement in your city, cannot proceed without addressing these 

concerns. Failure to do so could lead to legal action or the revocation of project permits.

4. Request from partner NGO

•	 Subject: Stray Animal Care Campaign Coordination with Youth Projects

•	 Content: Partner NGO is proposing a joint summer campaign focused on stray animal 

care, specifically targeting underprivileged communities in rural areas. They request that 

you integrate this campaign with your ongoing youth empowerment projects. However, 

coordinating this campaign will require significant adjustments to your current project 

timelines and resource allocation.

5. Feedback from partner NGO

•	 Subject: Mental Health Crisis Among Exchange Program Participants

5. Practical Exercises and Activities
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•	 Content: A partner organisation has reported a growing mental health crisis among 

participants in the international exchange program. Several young participants are 

struggling with severe anxiety, depression, and homesickness, which is impacting their 

ability to fully engage in the program. The association requests an urgent intervention 

plan and additional mental health support.

6. Internal Report on Volunteer Engagement

•	 Subject: Critical Decline in Volunteer Engagement

•	 Content: The Volunteer Coordinator has issued an alarming report indicating a steep 

decline in volunteer turnout for recent community service projects. This drop in 

engagement is jeopardising the success of upcoming initiatives, and you need to develop 

an immediate action plan to reinvigorate the volunteer base.

7. Confidential Email from a Major Donor

•	 Subject: Concern Over Project Management and Deliverables

•	 Content: A major donor has expressed concerns about the project’s management and 

the timely delivery of promised outcomes. They have hinted that future funding may be at 

risk if the project does not demonstrate significant progress in the next quarter. You must 

address their concerns promptly, provide a comprehensive progress report, and propose 

measures to ensure the project’s success.

8. Conflict Report from a Partner NGO

•	 Subject: Partnership Tensions and Misalignment of Objectives

•	 Content: The Startup Factory has raised concerns about misalignment in the objectives 

of the digital literacy program you are co-managing. They feel that the current approach is 

too focused on theory and not enough on practical, marketable skills that directly benefit 

underprivileged youth. This misalignment is causing friction between your teams, and 

you need to negotiate a resolution that satisfies all parties involved.

9. Emergency Request from a Youth Participant

•	 Subject: Personal Emergency Request

•	 Content: A participant in the youth exchange program has contacted you directly, 

explaining that they are experiencing a personal crisis that requires them to return home 

immediately. However, their early departure could disrupt the program and may require 

renegotiation of the terms of participation with Erasmus+ and other stakeholders.

Tasks:

1. Prioritisation and Time Management

Prioritise the tasks in your in-basket based on urgency, impact, and strategic importance. 

5. Practical Exercises and Activities



77

Provide a rationale for your prioritisation, considering the potential consequences of delaying 

or mishandling each issue.

2. Financial Strategy and Budget Realignment

Develop a detailed strategy for addressing the budget overrun flagged by Erasmus+. This 

includes preparing a revised budget proposal, identifying areas where costs can be reduced 

or reallocated, and planning a negotiation approach for the upcoming meeting with Erasmus+ 

officials.

3. Workshop Crisis Management

Create a contingency plan for the Youth Leadership Workshop. Assess potential alternatives 

such as finding new partners, rescheduling, or shifting to a virtual format. Consider how to 

mitigate reputational damage and communicate effectively with stakeholders.

4. Legal and Environmental Compliance Plan

Outline a plan to address the legal and environmental concerns raised by the local government 

regarding the urban revitalization project. This plan should include steps to resolve the permit 

issues, secure additional environmental clearances, and communicate with the government 

and the community.

5. Campaign Integration and Resource Allocation

Develop a plan to integrate stray animal care campaigns from partner organisation with your 

ongoing youth projects. This includes adjusting project timelines, reallocating resources, and 

coordinating with multiple stakeholders to ensure a seamless integration.

6. Mental Health Support Plan

Formulate a comprehensive intervention plan to address the mental health crisis reported by 

the partner organisation. This plan should include immediate support measures, long-term 

mental health resources, and strategies to prevent future crises in the exchange program.

7. Volunteer Engagement Strategy

Develop a revitalization strategy for volunteer engagement, focusing on identifying the root 

causes of the decline, re-engaging the volunteer base, and implementing new incentives or 

outreach methods to increase participation.

8. Stakeholder Relations and Conflict Resolution

Address the concerns raised by the major donor. Prepare a detailed progress report for the 

donor, highlighting achievements and addressing delays or issues. Simultaneously, negotiate 

a resolution with the Startup Factory that aligns both organisations’ goals for the digital literacy 

program.

5. Practical Exercises and Activities
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9. Emergency Response for Participant Crisis

Handle the personal emergency of the youth participant, ensuring their safe return home while 

managing the impact on the program. This includes coordinating with Erasmus+ and other 

stakeholders to adjust the participation terms and ensure the program’s continuity. 

Outcome: Your goal is to effectively manage these complex, interrelated issues while maintaining the 

project’s overall integrity and meeting the expectations of all stakeholders. At the end of the day, you 

will need to present your strategic approach to the Smokinya Foundation’s Director, demonstrating 

your ability to handle high-pressure situations, prioritise effectively, and lead the project to success 

despite the challenges.

This expanded in-basket scenario adds layers of complexity, requiring you to balance financial 

management, legal compliance, crisis intervention, stakeholder relations, and strategic planning. It 

tests your ability to think critically, act decisively, and navigate the intricacies of managing a multi-

stakeholder NGO project.

Desert Survival

The Desert Survival simulation by Eagle’s Flight places participants in a fictional scenario where they 

have crash-landed in a desert. The goal is to survive by making strategic decisions about how to use 

limited resources. Participants are told they are in a harsh desert environment with limited resources 

and must make decisions to survive until rescue.

Process

1. Initial Briefing: Participants are briefed on the scenario and the resources available (e.g., water, 

food, equipment).

2. Group Decision-Making: Participants must work together to prioritise resources and strategies 

(e.g., whether to stay at the crash site or attempt to find help).

3. Survival Strategies: They must decide on the best course of action, balancing risks and 

benefits.

Rules:

1. Limited Resources: Participants have a set number of items and must choose how to use them 

wisely.

2. Time Constraints: Decisions must be made within a specified time frame to simulate the 

urgency of survival.

3. Scoring: The outcome is typically scored based on the group’s decisions, with survival chances 

improving or worsening based on their choices.

The simulation is used to illustrate the importance of teamwork, communication, and strategic 

thinking in high-pressure situations.

5. Practical Exercises and Activities
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Red-Black Game with 50 Participants

The Red-Black Game is designed to simulate real-world scenarios where groups must choose 

between cooperation and competition. It is particularly effective in highlighting the dynamics of trust, 

communication, and strategic decision-making. This exercise is suitable for team-building events, 

organisational training, or any group activity focused on collaboration.

Group Size

50 participants are divided into 5 teams of 10 people each (the groups can be smaller depending on 

the size of your team).

Materials Needed

•	 Scorecards for each team to record their choices (Red or Black) and the resulting points.

•	 Whiteboard/Flipchart to display scores and rounds.

•	 Markers for team discussions and recording scores.

•	 Timers to keep track of time during decision-making rounds.

•	 Envelopes or Boxes for teams to submit their choices each round.

Game Setup

1. Introduction

•	 Explain the objective of the game, i.e. that each team aims to maximise their points over 

multiple rounds.

•	 Outline the importance of decision-making in competitive and cooperative scenarios.

•	 Introduce the concept of trust and communication as key factors influencing outcomes.

2. Team Division:

•	 Split the 50 participants into 5 teams of 10.

•	 Each team should select a spokesperson responsible for submitting the team’s decision.

3. Game Instructions

•	 The game will consist of 10 rounds.

•	 In each round, teams must choose either “Red” or “Black” without knowing the choices 

of the other teams.

•	 After each round, the choices are revealed, and points are calculated according to the 

rules.

•	 There will be a brief discussion period after every few rounds where teams can 

communicate with each other (either openly or through spokespeople).

5. Practical Exercises and Activities
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4. Rules

Scoring System

•	 If all teams choose “Black”: Each team gains 5 points.

•	 If one team chooses “Red” and the rest choose “Black”: The “Red” team gains 10 points, 

while each “Black” team loses 5 points.

•	 If all teams choose “Red”: Every team loses 5 points.

•	 Communication: Initially, no communication is allowed between teams. After 5 rounds, 

teams are allowed to communicate but only through their designated spokespeople.

•	 Decisions Submission: Each team submits their decision (Red or Black) in an envelope or 

box.

5. Round Structure

•	 Decision Phase (3 minutes): Teams discuss internally and decide on either “Red” or 

“Black.”

•	 Submission Phase (1 minute): Spokesperson submits the team’s decision.

•	 Reveal and Scoring Phase (2 minutes): All teams’ choices are revealed, and scores are 

updated on the whiteboard.

•	 Optional Communication Phase (5 minutes after Round 5): each team’s spokesperson 

can negotiate, form alliances, or strategize. 

6. Debriefing

•	 After all rounds are completed, conduct a debriefing session where participants reflect on 

the decisions made.

•	 Discuss the outcomes: Did teams choose to cooperate or compete? What were the 

consequences?

•	 Highlight lessons learned about trust, communication, and balancing short-term gains 

and long-term benefits.

7. Conclusion

•	 Emphasise how the game mirrors real-life scenarios where trust and strategic thinking are 

essential for success.

•	 Discuss how the game’s lessons can be applied in the participants’ work environment or 

other team activities.

5. Practical Exercises and Activities
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Facilitation Tips

•	 Encourage Reflection: Ask teams to reflect on their choices after each round, particularly if 

they experience significant point swings.

•	 Monitor Dynamics: Keep an eye on team dynamics, especially during the communication 

phases, to see how negotiations impact decisions.

•	 Time Management: Ensure that each phase is timed effectively to keep the game moving and 

maintain participant engagement.

Outcomes

•	 The game illustrates the importance of collaboration versus competition and provides insights 

into how individuals and teams behave under pressure.

•	 Participants learn about the impact of trust and communication on achieving shared goals.

•	 The debriefing session helps to consolidate learning and translate the experience into 

actionable strategies for real-world application.

This setup is designed to engage all 50 participants, fostering a deeper understanding of the 

complexities involved in teamwork, strategic decision-making, and the balance between self-interest 

and group success but simulation can be conducted with fewer participants. 

5. Practical Exercises and Activities
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The A.S.P.I project represents a transformative approach to youth work by integrating Agile 

methodologies into project management. Traditional project management methods and approaches 

often fail to meet the rapidly changing needs of youth, particularly those from marginalised 

communities. Agile’s flexibility, emphasis on collaboration, and iterative development make it an ideal 

framework for youth organisations striving for more responsive and sustainable impact.

The guidebook developed under the project serves as a vital resource for youth workers and NGOs, 

offering practical tools, strategies, and case studies to implement Agile in their work. By focusing 

on core Agile principles—such as continuous improvement, stakeholder collaboration, and 

adaptability—organisations can better engage young people, respond to their evolving needs, and 

create programs that are not only effective but also empowering.

Moreover, the project emphasises the importance of building capacity within youth organisations 

through training and transnational collaboration, ensuring that the benefits of Agile are widely shared 

and adopted across Europe. The guidebook also addresses common challenges and provides 

solutions to overcome obstacles, making it a practical and user-friendly resource.

Ultimately, adopting an agile approach in youth work can significantly enhance the quality and impact 

of programs aimed at marginalised youth, fostering a more inclusive and supportive environment 

for their growth and development. The guidebook is essential in this endeavour, equipping youth 

workers with the knowledge and skills to implement Agile successfully and sustainably.

6. Conclusion
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Templates

1. Project Backlog Template

Purpose: Keeps track of all project tasks, organised by priority and stage.

Suggested Tool: Google Sheets, Airtable, or Trello

Adaptation for Youth Work: Customise the backlog to include categories specific to youth 

engagement, such as “Participant Engagement,” “Community Outreach,” and “Youth Feedback.” 

Include columns for “Urgency” and “Impact on Youth” to prioritise tasks that directly benefit 

young people.

Template Example: Basic Backlog Template can be found on Google Sheets in Google Workspace

2. Sprint Planning Template

Purpose: Helps teams plan sprints with specific goals, tasks, and deadlines.

Suggested Tool: Trello, Asana, or Microsoft Planner

Adaptation for Youth Work: Add categories like “Youth Input” and “Community Goals” to align 

each sprint with youth-centred objectives. Each sprint can focus on a youth-specific theme (e.g., 

“Leadership Development,” “Community Engagement”) to maintain relevance.

Template Example: Trello Board Sprint Planning Template

3. Daily Stand-Up Template

Purpose: Keeps teams aligned on daily progress, upcoming tasks, and any challenges.

Suggested Tool: Slack or a shared Google Doc

Adaptation for Youth Work: Use a shared document or Slack channel where team members can 

check in daily. Include prompts like “What did I do to support youth today?” and “What feedback 

from youth could impact today’s tasks?” This makes each check-in relevant to the youth-centred 

mission.

Template Example: Slack Daily Stand-Up Bot

4. Kanban Board Template

Purpose: Visualizes tasks in columns like “To Do,” “In Progress,” and “Done.”

Suggested Tool: Trello, Microsoft Teams, or Miro

7. Resources

https://www.google.com/nonprofits/offerings/workspace/
https://trello.com/templates/engineering/trello-agile-sprint-board-template-ZqN99gGN
https://socialimpactaward.slack.com/marketplace/A44PZQW83-dailybot-standups-surveys-ai
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Adaptation for Youth Work: Add columns that represent stages specific to youth engagement, 

such as “Youth Input,” “Testing with Youth,” and “Completed for Review.” This can ensure every 

step is youth-inclusive and transparent.

Template Example: Kanban Board in Trello

5. Sprint Retrospective Template

Purpose: Helps teams reflect on what went well, what didn’t, and areas for improvement after 

each sprint.

Suggested Tool: Miro, FunRetro, or a shared Google Doc

Adaptation for Youth Work: Include sections like “Youth Impact” and “Youth Feedback” in each 

retrospective. This keeps the team focused on evaluating not only internal processes but also 

how well each sprint served the youth.

Template Example: FunRetro Sprint Retrospective Board

6. Stakeholder Feedback Form

Purpose: Gathers feedback from all project stakeholders, including youth participants, community 

members, and partners.

Suggested Tool: Google Forms or Typeform

Adaptation for Youth Work: Customise the form with questions specifically for youth, such as 

“What did you enjoy about this project phase?” and “How can we better support you in future 

activities?” The language should be simple and friendly to encourage honest feedback.

Template Example: Google Feedback Forms 

7. Agile Roadmap Template

Purpose: Provides a high-level overview of the project’s timeline, goals, and key milestones.

Suggested Tool: Microsoft Excel, Miro, or Smartsheet

Adaptation for Youth Work: Include milestones relevant to youth engagement, such as “Youth 

Consultation Completed” or “Youth-Led Workshop Delivered.” A roadmap adapted for youth 

work shows progress toward both project goals and youth-centred outcomes.

Template Example: Excel Project Roadmap Template

8. User Story Template

Purpose: Defines project tasks as “user stories” that describe who the task benefits and what it 

accomplishes.

7. Resources

https://trello.com/templates/engineering/kanban-template-LGHXvZNL
https://funretro.io/
https://workspace.google.com/products/sheets/
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Suggested Tool: Google Docs or Jira

Adaptation for Youth Work: Tailor the user stories specifically to youth participants, such as, “As 

a young participant, I want an engaging activity, so I feel connected to the program.” This format 

helps team members keep youth needs in focus while planning tasks.

Template Example: User Story Template in Jira

9. Risk Register Template

Purpose: Tracks potential risks, their likelihood, impact, and mitigation strategies.

Suggested Tool: Google Sheets or Airtable

Adaptation for Youth Work: Add specific categories for youth-related risks, such as “Youth Engagement” 

or “Youth Safety.” This approach ensures the team is mindful of risks unique to youth projects, like 

lower engagement or logistical issues in youth-centric events.

Template Example: Google Sheets Risk Register

10. Communication Plan Template

Purpose: Outlines communication strategies, channels, and key messages for each audience.

Suggested Tool: Google Docs or Notion

Adaptation for Youth Work: Include youth-focused communication strategies, such as using 

accessible language, utilising platforms youth are familiar with (like Instagram or WhatsApp), and 

ensuring transparency in project updates.

Template Example: Communication Plan Template in Google Docs

Books and articles:

General Agile Methodology

1. Beck, K., et al. (2001). Manifesto for Agile Software Development. Agile Alliance. Available at 

https://agilemanifesto.org.

2. Schwaber, K., & Sutherland, J. (2017). The Scrum Guide: The Definitive Guide to Scrum: The 

Rules of the Game. Scrum.org. Available at https://www.scrumguides.org.

3. Cohn, M. (2004). User Stories Applied: For Agile Software Development. Addison-Wesley 

Professional.

Agile in Nonprofits and Social Impact

4.  Appelo, J. (2011). Management 3.0: Leading Agile Developers, Developing Agile Leaders. 

Addison-Wesley Professional.

5. Rigby, D. K., Sutherland, J., & Takeuchi, H. (2016). Embracing Agile. Harvard Business Review, 

6. Boehm, B., & Turner, R. (2004). Balancing Agility and Discipline: A Guide for the Perplexed. 

Addison-Wesley Professional.

7. Project Management Institute. (2017). Agile Practice Guide. Project Management Institute.

7. Resources

https://docs.google.com/spreadsheets
https://docs.google.com/document/
https://agilemanifesto.org
https://www.scrumguides.org
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Agile Tools and Techniques

8. Wysocki, R. K. (2014). Effective Project Management: Traditional, Agile, Extreme. John Wiley 

& Sons.

9. Deemer, P., Benefield, G., Larman, C., & Vodde, B. (2012). The Scrum Primer. Scrum Training 

Institute. 

10. Kniberg, H., & Skarin, M. (2010). Kanban and Scrum: Making the Most of Both. C4Media.

Agile and Youth Work

11. Glassman, A., & Strode, D. (2015). Applying Agile Practices to Nonprofit Work. Nonprofit 

Quarterly.

12. Reed, P. (2017). Agile Beyond IT: How to Develop Agile Mindset and Capability for Non-IT 

Teams. BCS, The Chartered Institute for IT.

13. Fowler, M., & Highsmith, J. (2001). The Agile Manifesto. Software Development,

Additional Practical Resources and Templates

14. Atlassian. Agile Coach. Available at https://www.atlassian.com/agile.

15. Agile Alliance. Agile Glossary. Available at https://www.agilealliance.org/agile101/agile-

glossary/.

16. VersionOne. (2018). State of Agile Report. Available at https://stateofagile.com/.

On Training and Team Development in Agile

17. Sims, C., & Johnson, H. L. (2012). The Elements of Scrum. Dymaxicon.

18. Liker, J. K., & Meier, D. (2006). The Toyota Way Fieldbook. McGraw-Hill.

19. Kniberg, H. (2015). Lean from the Trenches: Managing Large-Scale Projects with Kanban. 

Pragmatic Bookshelf.

20. Gibbons, S. (2018). Agile for Everybody: Creating Fast, Flexible, and Customer-First 

Organizations. Harvard Business Review Press.

Online training resources:

1. Coursera

•	 Course: Agile Development Specialization by the University of Virginia

•	 Cost: Free to audit; optional certification for a fee

•	 Overview: This specialisation covers the basics of Agile, including Scrum and Kanban, with 

practical assignments. It’s suitable for beginners and comprehensively introduces Agile 

principles and practices.

•	 Link: Coursera - Agile Development Specialization

7. Resources

https://stateofagile.com/
https://www.coursera.org/specializations/agile-development
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2. edX

•	 Course: Agile Project Management by the University System of Maryland

•	 Cost: Free to audit; certification available for a fee

•	 Overview: Focuses on Agile project management, with emphasis implementing Agile in real-

world projects. The course includes modules on Scrum, Lean, and Kanban.

•	 Link: edX - Agile Project Management

3. Scrum.org

•	 Course: Scrum Open and Product Owner Open Assessments

•	 Cost: Free

•	 Overview: Scrum.org offers free practice assessments for Scrum certification, which 

cover foundational Agile and Scrum knowledge. While not a full course, these help test 

understanding and prepare for certification.

•	 Link: Scrum.org Open Assessments

4. Google Project Management: Professional Certificate (Coursera)

•	 Course: Foundations of Agile Practices Module

•	 Cost: Free to audit; full certificate available with Coursera subscription

•	 Overview: Google’s course includes a module on Agile, providing a practical overview and 

exercises. This course is ideal for teams wanting a high-quality introduction from a reputable 

provider.

•	 Link: Google Project Management Certificate

5. Atlassian University

•	 Course: Agile with Atlassian Jira

•	 Cost: Free for basic courses; advanced options are low-cost

•	 Overview: This course introduces Agile basics, focusing on using Jira as an Agile project 

management tool. The hands-on course is especially helpful if the team uses Jira.

•	 Link: Atlassian University - Agile with Jira

6. LinkedIn Learning

•	 Course: Agile Foundations

•	 Cost: Free with LinkedIn Premium (often has a free trial period)

•	 Overview: This course provides an introduction to Agile principles, values, and methodologies, 

with a focus on implementing Agile in teams. LinkedIn Learning’s content is concise and 

practical.

•	 Link: LinkedIn Learning - Agile Foundations

7. Scrum Alliance

•	 Resources: Free Articles, Webinars, and Community Forums

•	 Cost: Free

•	 Overview: Scrum Alliance offers a range of free articles, webinars, and community resources 

to learn about Agile and Scrum methodologies. It’s a great resource for ongoing learning and 

7. Resources

https://www.edx.org/learn/agile-project-management
http://Scrum.org
https://www.coursera.org/professional-certificates/google-project-management
https://www.coursera.org/learn/agile-atlassian-jira
https://www.linkedin.com/learning/search?keywords=agile%20foundations%20linkedin%20learning
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community support.

•	 Link: Scrum Alliance Resources

8. YouTube Channels

•	 Channel: Scrum.org, Atlassian, and Agile Coach Academy

•	 Cost: Free

•	 Overview: These channels offer tutorials, webinars, and practical advice on Agile and Scrum 

practices. They’re perfect for quick lessons or for teams who prefer video-based learning.

•	 Links:

•	 Scrum.org YouTube

•	 Atlassian YouTube

•	 Agile Education by Agile Academy

9. Agile Alliance

•	 Resources: Agile Basics, Community Articles, and Guides

•	 Cost: Free

•	 Overview: Agile Alliance provides free resources on Agile fundamentals, case studies, and 

best practices. It’s an excellent resource for teams seeking foundational knowledge and real-

world insights.

•	 Link: Agile Alliance - Agile Basics

Training and Workshops

•	 Scrum.org: Offers a range of Scrum-related courses and certifications.

•	 Coursera and Udemy: Online platforms offering Agile and Scrum courses suitable for 

beginners and advanced practitioners.

•	 IPMA Agile Leadership certification: offers certification for agile leaders

•	 IPMA REG Partners: offers training programmes in the field of project management

Online Communities and Forums

Agile Alliance: A global community that supports people and organisations who apply Agile 

principles and practices.

Scrum.org Forum: A community forum where Scrum practitioners can ask questions, share 

experiences, and connect with peers.

7. Resources

https://www.scrumalliance.org/
https://www.youtube.com/@ScrumOrg
https://www.youtube.com/user/GoAtlassian
https://www.youtube.com/@scrumacademy
https://www.agilealliance.org/agile101/
http://Scrum.org
https://ipma.world/ipma-certification/agile-leadership/
https://reg.ipma.world/reg-partners/ipma-reg-training-programmes/
https://www.agilealliance.org/
https://www.scrum.org/forum/scrum-forum
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List of free or discounted tools for nonprofits:

•	 Google Workspace for Nonprofits - offers free or discounted access to Google Workspace 

(Gmail, Google Drive, Google Calendar, Google Meet, etc

•	 Microsoft 365 for Nonprofits - offers free and discounted access to Microsoft Office applications 

(Word, Excel, PowerPoint, Teams)

•	 Slack for nonprofits – offers free or discounted access to nonprofit organisations; enables 

easy team communication and collaboration.

•	 Asana Nonprofit - project management tool; eligible nonprofits can access discounts.

•	 Trello for Nonprofits - project management software tool; eligible nonprofits can apply for a 

discount

•	 ClickUp for nonprofits - project management software tool; free for nonprofit organisations

•	 Mailchimp for Nonprofits - tool for audience management and automation; offers free or 

discounted pricing for nonprofits

•	 Monday.com - project management software; discounted pricing for nonprofits

•	 TechSoup - provides a variety of tools at discounted rates for nonprofits

Literature:

Academic Articles

•	 Drechsler, A. (2019). Challenges and paradoxes of teaching project management the agile 

way. https://core.ac.uk/download/301387239.pdf

•	 Esquivel, S. (2016). Communication issues in agile software development. https://core.ac.uk/

download/301072709.pdf

•	 Henriques, V. (2018). Assessing the association between agile maturity model levels and 

perceived project success. https://core.ac.uk/download/185412726.pdf

•	 Kakar, A. K., & Kakar, A. (2023). Have the agile principles endured? An empirical investigation 

post 20th anniversary of the agile manifesto (2001). https://core.ac.uk/download/552657324.

pdf

•	 Saltz, J., & Heckman, R. (2020). Exploring which agile principles students internalize when 

using a Kanban process methodology. https://core.ac.uk/download/301390789.pdf

•	 Wagner, E. L., Newell, S., Ramiller, N., & Enders, J. (2018). From public ideology to socio-

material reproduction of agile principles: The case of pivotal labs. https://doi.org/10.1016/j.

infoandorg.2018.10.002

Web Resources

•	 “30 agile methodology business terms - Stealth Agents.” https://stealthagents.com/agile-

methodology-business/

•	 “Achieve clear project requirements with waterfall methodology - itvraag.nl.” https://itvraag.

nl/index.php/2023/02/17/achieve-clear-project-requirements-with-waterfall-methodology/

•	 “Agile manifesto: Understanding agile values and principles - Software Testing Mentor.” 

https://www.softwaretestingmentor.com/agile-manifesto-understanding-agile-values-and-

principles/

•	 “Agile vs traditional project management [top differences].” https://www.knowledgehut.com/

blog/agile/agile-project-management-vs-traditional-project-management

•	 “Agile vs. waterfall: Selecting the optimal methodology for your project – Tromenz Learning.” 

7. Resources

https://www.google.com/nonprofits/offerings/workspace/
https://www.microsoft.com/en-us/nonprofits/microsoft-365
https://slack.com/about/slack-for-good
https://asana.com/industry/nonprofit
https://trello.com/use-cases/nonprofits
https://clickup.com/teams/non-profit
https://mailchimp.com/help/about-nonprofit-discount/
https://support.monday.com/hc/en-us/articles/115005321269-monday-com-Discount-for-Nonprofits
https://www.techsoup.org/
https://core.ac.uk/download/301387239.pdf
https://core.ac.uk/download/301072709.pdf
https://core.ac.uk/download/301072709.pdf
https://www.informingscience.org/Publications/4519
https://core.ac.uk/download/552657324.pdf
https://core.ac.uk/download/552657324.pdf
https://core.ac.uk/download/301390789.pdf
https://doi.org/10.1016/j.infoandorg.2018.10.002
https://doi.org/10.1016/j.infoandorg.2018.10.002
https://stealthagents.com/agile-methodology-business/ 
https://stealthagents.com/agile-methodology-business/ 
https://www.peerbie.com/blog/5-benefits-of-agile-project-management 
https://itvraag.nl/index.php/2023/02/17/achieve-clear-project-requirements-with-waterfall-methodology/ 
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Your Voice, Our Growth

We’d love to hear from You!

Your insights and experiences are invaluable to us.

Let us know what you enjoyed, what could be improved, and how this guidebook has helped you.

Share your thoughts by completing our online feedback form.

How?

Use your smartphone to scan the QR code and access the feedback form instantly.

Alternatively, visit the link directly from here.

Why Your Feedback Matters

Your input helps us:

1.	 Improve future editions of the guidebook.

2.	 Understand how this resource impacts your work.
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Thank you for contributing to our mission to make a difference together!

We can’t wait to hear from you!
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